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PPrAt, MArRWICK, MITCHELL & Co.
G. 2. O. BOX 1089

SAN JUAN, PUERTO RICT 009306

August 12, 1971

Dr. Ramon Mellado
Secretary of Education
Department of Education
Commonwealth of Pucrto Rico
liato Rey, Puerto Rico
Dear Dr. Mellado:
We have completed our study on Administrative Utility Analysis and
Programs of Vocational Education for tho Area of Voecational and Technical

Education of the Dupartment of Fducation. ‘'the atcuched report includes the

complete documentation of the engagement.

BACEGROUND
Prescently, Lhe Area of Yocational and Technical Education is haaded

by Dra. Marfa Socorro Lacot, assistant Secrctary for Vecational and Technical

Educacion, FEducational services are offered to young and adults iv seven voca-

:tional schools, eipght high scheools with wvocational departments, two technological

institutes and 376 secendavy schools with vocational programs. Dasically, the

AVLTLE. is structured in eight programs managed by Program Directors and the

educational services are carricd out at three levels: central, regional

| and scliool districts.

The A.V.T.E. is facing a compoind problem of having an increasing

! student population and numbetr of programs to implement with a limited budget
at its disposal. This situation necessitates a continulug effort at searciing
i
i
q
O

1
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alternative uses of its funds in an attempt to derive the most effective utili-
zation from the services it has at its disposal.

Being aware of the continuous need to apply modeorn administrative
management techniques to cope with the expansion in the scope of the voca-
tional programs the Department of Fducation decided to hire the services of
Peat, ﬁarwick, Mitchell & Co. to conduct an Administrative Utility Analysis

of the Area of Vocational and Teclmical Education.

The principal objectives of the Administrative Utility Analysis
voere.

. Indication of arecas of over vertical administrative
pyramiding.

. Optimum utilization of available human resources.
. Identification of arcas of activity duplication.

Determinalion of new services énd requived personncl
to adequuiely administer those sarvices.

. Improvement and acccleration of administyative pro-
cedures such as:  murchasing, budgeting preparation
and hiring of personncl.

. Provision for more active pavticipation in the adminis-
tration of the Program from the regional and local
levels.

We conducted the study by reviewing reporting relationships, posi-

| SRR

tion responsibilities and the nature and characteristics of the various voca-

) tional programs conducted by the A.V.T.E.
' Our fact-finding was accomplished through in-depth interviews with
,J management personnel, questionnaires submitted to all management positicns up

Q to the position of department heads and visits to a number of ecducatiounal regions.
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Coniclusions werc drawn and alternative rccommendations were developed.

The results of our study are summarized ie the following paragraphs.

SUNMARY OF RECOMMENDATIONS

The recommendations set forth in this report should be implemented in
light of the cconomic and budgetary conditions of the Program, faderal funds
avallable and availabilityv of personnel. |

The following is a summary of our recommendaticus. 7The recommendations
are classified according to the following groups:

. Organizational Structure
. Planning and Budgeting
. Svstens aand Procedures
. Personnel Evaluation and Colicies
. Salary Strrcture
Personae!l Roguirements
. Coordination with other Governnont Agencies
. Legislation

(2) Organizational Structure

L. Restructure Central Organization (o provide the following arca-
level positions:

. Assistont Secretary of Vocatlonal and Technical
Fducation

ssistant to the Assistant Secratary of Vocational
and Technical Education

. Executive Office consisting of:
Executive Assistant
Assistant for Programs
. lead of Interagency Relations and Promotion

. Director of Instruction

. Head of Administration
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. Head of Information Systems

. Head of Planning, Budgeting and Evaluation

. Head of Vecational Research and Curriculum Developmeut

. Head of Professional Training

—

The five Office Heads and the Dircctor will roport directly to the

Assistant to the Assistant Secretarvy of Vocational and Technical Eduacation.

2. Establish and executive office attached to the Office of the
Assistant Secreotary. The cxecutive offiece should have the fellowing mewbers:

. Exccutive Assistant

. Assistant of Programs

3. ¥stablish an affiece Fovr Interagency Relations and Promotion, attnched
to the Office of the Assistant Seeretarv, with prime responsibility for the im-
provement of comwunications and relations with government agencies, the community

and other institutions.

4. Distribute
Coovdinativg Unit among

D

3

Vocational Rescacch and

the present functions and responsibilities of the Rescearch
the Ffollowing units of Lhe proposod organization:

Cutriculum Development Office:

VYocational Research

. Curriculum Development

Professional Training Office:

re.

. Coordination of Tecacher Trainiug

. Coordination of Researcher Training

Information Lystems Office:

. Compilation of Educational Statistics

. Dissemination of Rescarch Information

. Maintenance of a Research Library

Vocational Guidance Program:

. YFollow-up of Vocational-Technical Graduates

5. A cecutral clevical pool should be established under the supervision
of an experienced secretary and within the scope of responsibilities of the
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Office Services Unit. The pool should be formed by sclecting a specifiecd number
of Sccretarial personnel from the individual program units. The recommended
number to be selected from cach program is specificd in the body of the Report.

6. Organize ten program units headed by Program Dircctors who report
directly to the Director of Instruction. The rccommended program units are:

. Industrial Arts
. Health Occupations
. Vocational Tndustrial Education
. Technical Education
. Vocational Agriculture Education
. lome Economics Bducation
. Business Education ’,
. Distributien aud Marketing FEducation
. Vocational Cuidance
» Special Progroms
The prescnc and reconmended organization charts [oir these Programs ave
included in Chapter LV - Hecommendations Organizational Structurve,

7. Restructure the Regional Organization Lo incorpoarate the following
axeculive positions:

. Asgistant Regional Diveotor of Vocational-Technical
Fducation

. Assistant Regional Dirvector of Administration
. Coordinator for Community Relations and Promotion

8. Provide the following clerical positions at the Regional level:
. Budget and Statistices Technician

. Coordinator for Purchasing, Maintenance, and
Coutractual Sorviany

. Coovdinator For Office Scrvices and Personnel
The Coordinator for Office Sorvices and Personnel should have direct

supervivion over the secretarial pool.
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9. Increase the number of Area General Supervisors for Vocational
Programs by five Supervisors. Specific increases by Program are included in
Chapter XI - Budget Requircments.

10, Incrcase the number of General Supervisors for Vocatioual Programs
at Regional level by 44 Supervisors. Specific increases by Program ave included
in Chapter XI - Budget Requirements,

. 11. Increase the number of Coordinators for Vocational Programs at
Reglonal level by six Coordinators. Specific inereases by Program are included in
Chapter XT -~ Budget Requircments.

12, Restrict the use of professional and administrative transitory posi-
tlons at central and regional level to those positions which will not be permanently
required. Create regular positions for personnel needs which have becen identi-~
fied as continuing.

13. Further studies should be conducted to determine the feasibility of
establishing walti-progeam training Jor Regional Geunaral Supervisors with the
purpose of qualifving Supervisors in tuo or more Voeaticpal-Technieal Programs,
IF this cross-training cas be achicved, (t will result in taproved utilization of
Repional Supervisors since in a single visit to a school they could evaluate the
progcess of sovaral Programs,

(b) _Planning and Budzoting

L. We recommend that: the preparation of progriass veports of different
Pirograms be removed from under the responsibility of the Plaaning aid Bducaticnal
Dzvolopment Unit. Each Program Director should propare a seathly veporh of
opuerations.

2. The respeonsibility and the roles of the vavious parties invalved in
the preparation of the budpget should be stated more clearly,

3. Pudget procedures should provide more participation to Bugional
Dircctors and Cenural Supervisors and include rheir inputs about Regional uweocds.

4. 'The budget format should be expanded to include a manning table or
other deviee iadicating the number of approved budgeting positions for rach
salary account,

5, A systemalbic raview process should be established through which cach
reserve and cxpenditure item in the budget is analyzed and adjusted to acknowledge
changes in federal grants.,

6, The AV.T.E. should develop an integrated Planning and Budpeting
System based upon clearly stated goals and object ives.  The elements of a well-
developed, properly integeated Planning and Budpeting System ave incladed in the
boedy of the report under the Integrated Planning and Budpgeting System, Chapter VI
and Appendix A,

7. The A.V.T.%. <hould request to the Bureau of the Budget to consider
the incorporation of fixed operatioval expenses into the state budget to avoid

. the possibility of eliminating a program due to lack of ftuderal funds,
&
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(¢) Svstems and v tures
1. Purche ‘n- cedures should be reviewved to speed up the purchasing-

to-delivery cycle. .. 1tcocommend to reduce the number of approvals and to de-
centralize the purchases at the Regional and school district levels.

2. A Systems and Procedures Unit should be estrablished in the central
organization structure under the Dircctor of Tnformation Systems. This unit
will be responsible tor the control of forms within A.V.i.E. and will establish
proper coordination with the Planning Divisicn of the Department of Fducation.

3. Model proposals and check lists should be developed to simplify the
proposal preparation procedure and to reduce khie time and number of exccutives
lnvolved in its revision.

4, Modify the present system of approvals for personnel appointments by
establishing lower approving levels. The proposed svstem is shown in the body
of the Report under the Porsonnel Section of the Systems and Procedures Chaptor.
The proposed approval system will stmplify the appointiment process, coduce 1ig
cvele tine, and improve feedback of information.

5. Review rhue svstenm of pavments Lo part-tiwe teachers eliminating
approvals not cequived for fiscal control and strveamliniag the fecdback of infor-
mition to allow prompt correction of ecrrors and mininize the delay in procossing.

6. A Policy and Procnduves. Manual for AJVLTR, should be developed Lo
better guide operaling personnel in the accomplishment oif their tasks.

7. The preseut practice of sonding internal cervespondence Lhrough all
levels of supervision uniil iU reaches the inteaded secipient should be changed.
Communications should e seat divectly to the intended receiver with information
coples to the differeat management levels,

3. A prercgistration program for Vocational-Technical courses should
be established ko insure botter planning and course information woverage for po-
tential students.,  The olements of whe proposed prercgistration systesm are in-
cluded in the body of the Report.

(d) Pecsonnel Evaloation
and Policivs

1. Requirements for cdncational work expericence in a vocational arca
should be discontinued for adwistrative posiltions not dirvectly related to the
teaching or immediate supervision of the progrmas.

2. Continucd atteation should be given to "prolessional leave to stwly
with salary." The possibility of increasing the number of this type ol leaves
should be cousidered.
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3. Leaves and promotions affecting persounel assipgned to special projects
shouid be carefull «scheduled so as to minimize impact on the Project.

should establish its own tvaining programs to supplement the
present Lialning programs (Professional Leave to Study with Salary, and Summer
School}. A Professional Training Office should be created to organize pre-sorvice,
in-service and continuing education training programs.

5. A formal written personnel evaluation procedure should be developed
and jmplemented in the ALV.T.LE.

(e) Salarv Structure

AVoroe. should develop a new salary scale which will enable it to
successfully compete with other government agencics, business, and universities
in attracting and retaining qualified managerial and administrative persounel.

Considerations which should be taken into oceommt in the deve lopranig
of a revised salary scale are included vader Chapter ]g - Salavy Structure.

(£) Personnel Requirewents

Staffing levels at the central and regional levels should be vevisced in
accordnnce with the tocomwendations listed in the Persconel Raguirements Soction
of the Report.

A compﬂrisun with the prescont =eairfing levels indieating the net io-
crease of decrease of personucl in each position is Included in Chapter XT -

Budpet: Requirewments,

() Coordination with other
Goveruwont Agencie:n

LooAn fnedopth study of the weede, prosent Sacilitics, hinding con-
tracts and future expectations of education in Health-related occupations as
offered by the Department of Henlth and the Department of Educalion sheould be

conducted.
This study should focus on strengthing the coordinaticin of resources

of both Departments For training personncl in lHealth-related occupations.
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2. AV.T.E. should investigate and analyze the ohjectives of the
Vocational Agriculture Program as related to thosce of the other government
agencies involved in this areca.

This st- v should consider the possibility of coordinating efforts and

resources which could ceffectively fulfill the needs of the agricultural scctor.

(h) fegislation

1. The possibility of providing financial aid to students pursuing
regular Vocational-Technical courses should be investigated.

2. 1le salary scale of the Arca of Vecaticnal and Techunical Fducation
should be reviewed. '

Hooware most pleased to be able to pacticipake Tn this impovkant pro-
jeot, and enjoved our association and the cooperation received [rom yvour manage-

ment personel during the study.

Yours truly,
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I ~ INTRODUCTION

THE NEED FOR
VOCATTONAL EDUCATTON

Vocational and Technical Fducation has bLecome an area of extreme
relevance in a world of ever changing techtniques and developments. There is a
need for an increased availability of Vocational Programs'many times the current
level and for Programs that go bevond the current Vecabional Education Curricula.

In today's complex socicty, jobs are becoming increasingly scarce for
the untrained and wnzkilled. Puecrto Rico's economic grgwth has accentuated the
nced for a larger VYecational Eduncation Program capable of handling the demand for
accupational~trained personnel.

The most pressing ueed 1s For hizh school and post high-school two-
vear Vocatinnal and Techindical Programs. These prograns must be respousilve to the
needs of young people who are presently neither atteading schools wor employod.
To make ¢ffoctive use of this voung peonle, the vocibtional school system should
provide them the skills which are in shorg supply and the skiils” for which the

domand s apparently growing.

COVERSMENT AUARENESS

The need For Vocatioaal wand Techoical Training Programs has been rec-
cpnized by the Government in Pucrto Rico. ‘There is an increasing cmphasis on
expanding the Vocatioual Traloniag Programs.

The Area of Vocatioual mnd Teclmical Education received increas=cd
attention with the wpproval of the Vocational Bducation Act of 1963. A forma-
Lized and structural. program was implemented to serve the needs of the commuwaity,

The Voeational Amendments of 1968 created an atmosphore of avareness at
the federal and Local levels for increascd attention to Vocational and Technical

Fducation. This was accomplishoed by:



.- Creating a National Advisory Council on Voecational
Education with 21 wembers appointed by the Presidenr.

.+ Requiring cach pavticipating State to submit an
Annual Plan, a Five-yoar Plan and an Administrative
Policies and Procedurcs Plan.

. Increasing federal funding and federal contrvols. ‘The
¥ederal Covernment has providad funds for the construc-—
tion of new schools, for purchasc of training cquipment,
designing of new curriculum and in the detcermination of
effectivencss of vocarional scheol programs. Yet Voca-
tional and Technical Education has been lagging behiad
the increased needs for techuiecally traianed personnel
required by Puerto Rico cconomic growth and new indus-
trial technical requirrments.,

VOCAT TOMAL EDUCATTON
QURENATTONAL REGUTREMIFNTS

The Area of Vocotiocaal and Technical Edocation (AVULLUED) operates
within the gewneral stracture of the Depaviment of Bducation. ‘the regular and
vocaltional programs are botl concewned with the educrtional grocess of Poorto
Rico, to balter propare teday's youth to face temorrew's world of work; hovever,
chey ol for theiv serviees Lo iwo sopacate groups of atudents which have
diffecont: needs.  Some of tho Jdifferences between the two educational avens ara
as follows:

. Lype of coursas offercd

. Kind of student populaiion.

. Duration of courses

. lgquipment and materials required

The AV.T.E, offore occupationnl cducation vather than general hnow-
ledge type of cducation. Occupational cducation, depends to a large extent, on
current technological advancements and s subject to rapid chanpge.

The kind of student that takes vccupational courses is one who wishes
to learn a specialized occupntional skill aud to be able to leave school equippoed

to meet the challenge of the world of wovk,
Q
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Programs in the A.V.T.%. have tu e

changes in occupational requirements.

four months to seveval years

When a new program

it generally requives speciz

wichinery is dictated by the

THE ALVLTLE, TS DYNAITC

ENVTROM

nceds From the rest of tho

Vocatiomal Slucation process

ol Lts opec.tional woals,

racognition of the need [or a

De.

The s

adapted to noew develophents and

The duration of a program way vary from

depending on the skills required.
is glorted in Vocational and Technical Education,

equipment and materials; the need for specific

current technolosical conditions.

w Area of Vocational and Technicel Hducatien has different opera ional

riment of fducation.  The dynamic nature of the

sooabkd T fully eecognived o insuve the aclitevement

L oa relatively shovt time spaan herween thoe

weiiie prograr and the output of trained students.,

Onece it e octablishiod thac there i a need for a Meerraln” gpecialized trainiug,
che Vocational BEducciblon peoocoas wicis: -
s A proposal must be wreitten olearly spating the
objoect iven of the - wosram oo be eostablished, the
manner in which the 2vograa will e cavricd cut and
A detalled acconnt F what the Progran catalls,
Appraval by the Se¢ -tary of dducatiou is glven to
the preposal.
LCAppropriate Facllivies must be secured.
« A qualified individoal musf be cocrulted to teach
the conrse,
. Equipuent and suppi’os must be purchased.
v Studen R ve s ccted for the ¢ urse,
This 1llustratica acsim, Vhleation of the actual pyocass, but it
depi 5 the quick acvions and o cisions vith whi 2 w00 admindsteators aro

Ffaced . " th.

Jhe

in an ¢ ivon. ont that docs
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ieney of the AJV.T is then impalred by operating

recuypnize the shorter  verational cyecles of the
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vocational education administrative processes. The Departmeat of Education
should adjust their accounting, persounnel, purchasing and communication procaduves

to better respond to the needs of AV.L.E.

FEDERAL _FUNDS

The Bureau ol the Budget relies heavily on federal fundiug to cover
fixad operutinnul.exponseﬁ for certain A.V.P.E. Programs. Any changes in the flow
of federal fuuds geucvates an operational preblem in the Vocational Program
affocted.

It then becomes more ditficult for plamning, Giring and vetaining
qualified —orsonnel.

The Burecau of the Budget should ceusider the incovporation of a larvger
perecatage of f[iwed oporational expenses into the Commonweanlth Budget to avoid
the possithility of eliminating a Prugram orv uffgcting.seriously its operations

through the lack of fodera’l funds,

GIOWUL TN VOCATTONAL ENROY
The nmwsber of Programs of ferod by tha AVUTUE.D and the student onrélimunt
has prown rapidly., Currently over 100,000 stadents are eniolled ia the diffaerent
Vocational Programs.
You the AJV.T.E. erganizaotiou structure, persoruie] and budik has not
konin nace with this growth.  Corrantly the need for additional personncl is

himlering not cnly the development of new Programs, but alwo the proper operation

of the present ones,

CONGLUSTON

The role that Vecational Iiducation has to play in our envirenmont of

industrialization and growih Ls of primary iwportance to the proper developmeot
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and progress of the ecconomy as « whole. The nature of Vocational Education goes
haund-in-hand with the nature and stage of industrielization of the arca it pro-
vides scrvices to, Hence, to properly fulfill its educational mission the AJV,T.H.

should be able to grow and adjust to the different technological requiremeats of

Puerto Rico.

The AV.T.HE. is currently providing a basic socio-economic service to
Puerto Rico, [However, its financial and persennel vequirements should be attended
and its operatlional relatiouship with the Department of Fducation should be re-

vised to insure its effectiveness and continund growth.
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LT -- PRESENT ORCANTZATION STRUCTURE

INTRODUCTTON

Implementation of a viable organization structure is an essceatial step
in the development of effective Vocational Programs and eflicient administrative
operations.

Our recview and analysis focused upon the upper administrative cchelons
of the Avea of Vocational and lechnical Education of the Departiment of Bducot ion.
Essentially, this includes the levels of managemeont from the Assistant Scerotary
of Vocational and Technical Fducatioa through the level of General Régionul
Supervisor for the varions Vocational fields,

Following in this section is a descviption of thoe present upper organi-
zation at the central and regional levels and a sumsacy of ounr findings aad

cenclusions vegavding the current structurae.

CYLEVIEW OF THE PRECENT

vl [T ROy Y

_OPLALTZATIONA, STRUCTURE

Ceniral Urganization

Tae existing uppey Lrvel orggnimntinnuL stivciure of the Vocational and
Technical Fducation Area is depicted on the facing page.

The Area is directed by an Assistant Seerotary who roports divectly to
the Undewsecretary of PEducation in regard to the educational aspects of the

TV on m g tm v .
Laog Ui, Lor oL

o evorall adwinictration of rhe A VTR, reporting 1s channceled
directly ro the Secratary of Uducation whe is also the Executive Officer of the
Commonwealth Board for Vocational Edueation, ‘Two major functlons exist witchin
the Arca: the Administrative Function, and the Instructiounal Function. Iach
function is headod by a Dirccter who reports directty to the Assiastant Secerotary.

The Instructional Nirector has respoasibility for siz Vocvational

Programs and for an Industrial. Avts Program, Vocatiuvnal Guidance Progran,
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a Student Assistance Program and a Special Programs Unit. A Planning and
Educatisual Development Unit is alse 7 7ol under the lustructional Director's
span of contrval. FRach of these Prog. » and Umits 1s headed by a Diroctor who
is assisted in his task by a staff including Assistant Directors, Genoeral
Supcrvisors and other administrgtive and clerical perseonncl.

The Dircctor of Administration heads two adwministrative units. One is
responsible for purchasing, construction and maintenance liaison with Department
of Education level unié,. Te other unit is respensible for pursounei, budget and
fund control functiocns. ‘The Director of Administeation also acfs as Taterim
Divector of the Arca of Voecational and Technical Fducation iu the absence of the
Assistant Secreiary.

Thare are two staflf unils copocting diveetly vo Lhoe Assistsnt Secretary.
Mne it is respensible for infovmation, edacacioaal '«'osou‘r-_'::h, teachar training and
curriculum development coovdinativn.  The sccond unit, st fud by one person, is
responsible for promafion cnd Intwragoney raelatiors.

\‘.’

Regional Orus

Under the Departweat of fducatiion's Decountculization Plan, implementaod
approximately four yvears ago, Puerto Rico was divided into six cducational veyglons.
Fach region in turn was subdivided ineo Schodl districts composed of alementacy,
secondary and vocational s<hools.

Fach rooinn o hondad hy o 2ocional Dipocror with the responsibiliry
for all Acadomic and Vocational Educatien Proguvams within thalt region. The opora-
tion of the Programs is managed throuszh the District Superintudents, however,
the Reglonal Director providos technical assistance and supervision through a
of Geueral Supervisors assigned directly to his office.. Usually there is
one GCeneral Supervisor for cach Program although in some veyions, due teo the size

of the particular program, there way be two,
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ORGANTZATTONAL STRUCTURE

Procedinre TFollowed

During the course of our review, we examined the existing Vocational
and Technical Education organizational structure and reporting relationships at
area, program, aad vegional levels. Position description questionnaives were
prepared and distributed to key personnel. In-depth interviews were conducted
with all program and administrative unit heads and with selectod Regional Dicectors
and General Supervisors working at Regional level. Interviews were also conductoed
with the Assistant Secretaries for Personnel, General Services, and Flvance, and
with the Fxecurive Assistant to the Assistant Seerotary of Planning and
Fducintional Develovment. A sumsary of the findicgs and conclusions vesuliing Fron
our shudy follows:

Centrnl Organfaation

1. The organizational structare depiclod .i.n tive orgonization chart at the
Cine the study was condected had aot born fully implenonted vet.  tost of the

he Assisbant Seceetary

Progran Directors indicated ithat they repocted dirvectly co &
instead of the rocently appointed Divector of Tostreetion who was alse aaling as
Hoead of the Techuical Educarion Program. A total of 16 perseons indicated ihat
they report directly to the Assistant Sccratary.
2. ITn cxoanining the replies veceived frowm L2 Administrative Unit
Directors rhar wvore requestoed 1o indicate rhe dogree of supervvision ceceivoed by
them, we find the following:
. Two indicated that thairv work 1s reviewed and
verified by their Supervisor and kthat they wsed
prescribed precedures and methodology,
. Light dndicated that they discussed the disteibu-
tion of work, work plaa, duraticn of work aad
problems with their Supervisor and that they could

develop their own procadures and methods.
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. Two indicated that they work independently and
may refoer problems, final conclusions and
recommendations to the Supervisor,

3. Approximately 507% of the administrative unit Dirvectors indicatoed
that they speat anywhcrg from 25% Lo 50% of their time in direct supurvision of
their unit,

4. To provide and execulive succession capabilicy for individual pro-
grams within the Avea. ‘The prevailing approach uscd by Program Divectors is that
of assimilation of knowledge through prolonged cxposure to the Unit's operating
characteristics,

5. Transitory ;_)u:—;.it.ions are being uded to augment Program professional
stal s which {or veasons of Commonwealth budget Linitations are manned bolow the
coquirad jovels Approxiuately 117 Cransltory positions now cxist withia the
conltral level of the Arca of Vocational and Tochnical Hdunﬁriun, ineluding
acadeaice and elassified pesitions,

Proqran Leved

This secticn of the Report covers a brief descriplion of the present
ovganizational stracture at the peogram level, Followed by a Visting ol tho main
vaainessns encounterad, it.the end ot this Section is a narrative sumiancy of
conclusions covering our findings at the Arca ond Program level. Tha recowmended
organization structure for each Program is included in Chapher IV of this report
under subbheading "Prosvam Adainistrarion,’”

Tndustrial Arts

Present: Structura

At the central level the dudustrial arts Program is wmonaged by a
Program Director with a supervigory staff ol three Assistant Directors, one

General Supervisor and two Curriculum Technicians,

ERIC

Aruitoxt provided by Eic:



I7-5

In examining the duties and rvesponsibilities, we find that:

. The Program Dircctor onds approximately 0% of
his time do activiti. - that include prepar--ion
of reports, budgets, work plans, correspon. cuce,
attendance Lo various mectings, review of curricu-
Tum matevial prepared by Curriculum Teclmicians or
his staff :nd in comuunicating with his Field Super-
visors on matters related to purchasiag, budgeting and
special activities.

. One of the Assistant Directorvs is responsible for
purchasing, construction of new factlitics and
budgeting. The functions of the other two Assistant
Divectors involved curriculum development and
teacher training.
Vocational Tndustrial Fducation
Prosent Structure
Vocational Tndustrial Educatrion (V.T.E.) is aomposed off four subpro-
proams cach beaded by a Dirvcctor.  The Subprogurams within VolLB. inelude Muanpower
Development and Training, Uealth Occupatiouns, York Thweentvves | and Vrados and
[adustrics. The presont stencturn of the Subnrograns i desceribed in the fellewing

pavagraphs.,

;o aud Tdustries

This subprogram ~ the lavgest in V.T.E. is headed by a Director, aod is
divided into five units, cach h&adnd by a Coordinator. Thuose are:
. Regular Program
Voterans Program
. Special Program
. Ceoperative Program
Curriculum and Teaching Materials Development
These units ~ with the exception of the last one - ave organizatlonally
orivutad towards the individual segmenis of the student population which they
serve. Basically, student training for wost skills, is offered through cach of
O
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the filrst four units. The part which may change is the duration or schedule of
training. Course offerings in these four catepgories usually utilize the samoe
phyaical facilities. 'The Director of Trades and Tndustries has grouped sccretarial
’.
perionnel 1nto a pool scrving the administrative positions within the Program.
‘ Manpower Developinent and Training (MDA

M.DLTUAL dis hewaded by a Livector with o staff consisting of an Assistant
Director, three General Supervisors, and other clerical and supporct pmrsénnel.

The present organizational structure within M.D.T.A. has not changed in
scoveral yvears; however, no organization chach depicting th# structure of the Sub-
program and identifying the Functions of the sepervisory tean had baen prepaced.,

foalth Decapations,

The Dirvectoe of Heatih Nocurniions 1s assiated at the coniral level by
a Superviser Trom MDCTUAL, A Suparvicor from the Wock whcontives Suhprogram, sod

1 4 Supervisor vho s ansipnad to schoel gceveditat ion Qo;k. fhore 18 also a
Crovdinator for courss of Pharmacist's Agsistanis and o Supervisor for a special

l project for triining Hodical Fwevgeney Technicians.

1 At the lecal level the Divector seporvises the teachers puorsonnally or

i .

: throush the Reglonal Goneral Supervisors serving o the Trades and Tidiesbrios

? Subprogram.  An cxeeplion to this is the Ponce Region in which there is a Regional

- Suparvisor of Health Oceupations.

25 (LT

Supeirvisory positions at the central level consisted of that of
Director and Assistant Director. The Direcror, who was appuinted to his present
position Late in 1970, oversces the vecatiowl aupoct o W.I1.M, The Assistant

Dirccltor courentrates on the academic aspect of the Subprogram,

3imimmen o
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T bk boal BEdo oation

<sent Yrructure

T T omical sducation Program structure at the contral fevel has two

supervisory o=t rons w-oither of which 19 presently filled. Dbircetion of the

Program is L i:; carrvicd out on a part-time basis by tho present Assistant

] Director of 'itruction.

. Aralyzing the reonlies to the position description questionnaire aad

to the questions in our interview, we [ind that the position of Swpervisor of
Technical Courses supervises the positions of Dirvctor of the Techuolegical
Tnstitutes of San Juan and Ponce. These positions are the logical source for
Filling the position of Dirodtor of the Technical Edneatioan Progran; however, we
find chat the

present salary stractoee has a lower salacy range foeo thoe Program

Dircctor than {or the Divcctor of a technological institute. This salary condi=

fion presents a major obstacle in staffing oy posiricns at the coatral lewel.

Prosent Strucgture

§ remstanins

At Lhe central program level the sapervisory staff consists of a

Dirvector, three Assistant Dircctors asd two Ceneral Supervisors.  Tao two General

Supervisors wore appointad in January, 1971, There is alse a Cuvrlenlum Techalcian

and three scercetaries assigned to the central program staff,

At this time, the Program Dicector spends approximately 457 of his time

in supervisory [lunctionsg. Ile states that this (s too high and will artempt to
decrvease this fo 257 or 0% through more delepai fon to his Assistant Dirvectors

and CGeneral 50 wwrvisors.

] Fune cions of the Assistanl Directors :.ad General Supervisors are do-

fined in wener=l terms such as:

Q
ERI
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. Coordination of Program f{or specializad schools
. Budget, equipment purchases, school facilities
. Future Farmers of Amcrica

. Teacher training and accelerated courses

. State~level coordination of adult phase of the
Program

The Program Director plans to further reinforce the central supervisory
staff and delegate supervision activities to his assistants so that he may con-
centrate on Program administration.

Home Economics fducation

Present Structure

Both phascs of the Program - UHomemaking ﬁducation, and Education for
Gainful Fmplowment are administered by a centrael preogran staff comsisting of a
Program Director, three Assistant Dircctors and two CGeneral Supervisors. There
are two Curriculum Technicians and four cecretaries attached te this staff(.

Supervision vesponsibilities are distributed among Assistant Directors
on the basis of student population served by the Progrom (i.e., youths out of
school, adults, youths in school{ etc.). One of the Assistant Directors acts also
as the Commonwealth-level advisor of the Future Homemakers of America - a student
organization.

The Director currantly spends approximately 43% of her time in general
supervision of the Program with the remaining going to planning, work assigoment,
communication, and research.

Business Education
(Commercial Education)

Present Structure

The Business Education Program is administercd by a Program Director

who is assisted by four Assistant Directors and a General Supervisor. The
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Program also has two Curriculum Technicians and a secretary at the central level.
Two of the Assistant Directors and the Curriculum Tecbricians are occupying trans—
itory positions funded by federal government grants.

Distribution and Marketing Education

Present Structure

This is a growiug program that has practically doubled the number of
teachers during the last year. It is administered by a Program Director ard two
General Supervisors. Tﬁc Program has also a Curriculum Technician and secretarial
support at central level.

As a result of this growth, funcﬁions and responsibilities need to be
clarified and distributed among the ceuntral supervisory group. The Progran
Director and both Supervisors attempt to keep abreast of all Program developments
and to participate in all problem seclving and daciéion making.

Yocat ional Cuidance

Present Structure

The Director jis assisted in the supervision of the Program at the
centtal level by three Assistant Dirvectors.  The central staff bas also threé
Curriculum Technicians and two Supervisors acting as Project Coordinators who
occupy transitory positions.

The Assistant Director's fuuctions have been assigned on the basis of
the segmeant »f the student pnpu]ar?nn saryved, Rasically, one Assistant Director
is responsible for guidance to unemployed youths in public housing projects,
another is responsible for guidance in vocational schools, and the third is
responsible for guidance at the elementary level and in rural areas. Other

functions performed by the Assistant Directors were defined in general terms.
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Neighborhood Youth Corps (N.Y.C.)

Praesent Structure

This is the only Program within the Arca of Vocatioual and Technical
Education which i3 wholly supervised from the central level. No Regional
Supervisors exist as in the case of other Programs. This Program covers the regular
and vozational student population.

N.Y.C. has a Director, an Assistant Dirvctor, and a General Supervisor
in a dirvect line rclationship. Field operations are supervised through four
General Coordinators who are responsible for certain geographical areas of Puerto
Rico.

There are other parsonnel 1n a starf cavaciry at the ventrél level
7ith adminisﬁrativc, statistical, guidance and commensutory cducation
responsibilities.

Special Programs

Present Structure

Bovs =

This is a4 small administrative unit cousisting of a Diroctor and two

[ Re—

assistants. The Unit's funcition is to ceordinate with rcegular vecational programs

g and other agencies in the development of spucial edurcaticnal projects fundad

‘ thirough Pact D of tho Vocational Amendments of 1968,

;_ The responsibilitics for development of projects for the disadvantuged

: and the rusponsibilities for development of projects scrving handicapped persons

{

! are assigned to the assistant to the Dirvector respectively. The Unit Director re-

é tains responsibility for promotien, coordination of evaluation, making recommen-
dations to the Assistant Sccretary on sclection of project propusals and for

% other ecxamplary projects not falling withiu the above categories.

;

3
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SERVICE UNITS

Planning and Fducational Development

[1-11

This is a one-man unit charged with two main responsibilities:

Assisting Program Directors in the devel

opment

of the Annual Plan and assembling the Plan.

Evaluating progress of planned programs
the Plan's effective year.

Planning activities in the present form have be
Area of Vocational and Technical Kducation for approximat
unit was created in mid-1970.

Assistant Dircetor of Fducation

Tiils position, has récantly beon filled and the
perforsy the functions of her previous pesition due to the

sultable replacement. This has resulted in the incumbent

during

en carried out in the

ely two years. ‘The present

incumbent contirues to
difficuly of finding a

. being unable to take

over all duties and responsibilitins of her new position..

The position reports directly to the Assistaut

main function is to assist Program Divectows in improvinpg

Seeratary and 1its

teaching metheds and

cffectiveness at all levels. The incuabent indicates, hcowever, that the Program

Directors will continue Lo report to the Assistant Secrot

Administration Unilt

The Administration Unit reports to the Assislan

Administration and performs the following fuuctions:

ary in some matters.

t Director for

Preparation of annual budget tor vocational

programs.

Reporting of funds assigned to vocationa
grams, funds used, and encumbrances.

1 pro-

Coordination of personnel appointments within
the Arca of Vocational and Technical Fducation.
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he unit is staffed by a Supecrvisor, a Budget Technician, an Account.-
ant, a Personncl Clerk, and two secrctaries.

At the present time cach major unit functien is assigned to a unit
emplovee. These functions have counterparts in the centralized units at depart-

ment level in the areas of personnel and finance, and in the budget office.

This Unit at the time of our review consistaed of a supervisor and a
secretary. Recently another employee was added to work exclusively in the
functiong of purchasing and supplies.

The Unit reports to the Assistant Director of Adimiuistration. Its
fanction is to coordinate the design and coustruction of Vocational facilities
(schools, classvooms, shops, etc.) with the devartment level school plaaning
gection and to scresn and expedite equivment purchases for the varlous vocatiecnal
programs.

The incurbent allecares approsimately 40% of his time to facilities
construction coordination, und another 40% to purchasing activities,

Asaistant Director of Administration

The Assistant Dircctor of Administration is vespousible for adminis-
trative macters, personnel, budget, control of expenditures and purchases.

The pesition repovts directly tovthc Assistant Secrctary and, oxcept
in tha ense of oporating policy, is a decision making point in the organiza-
tional struature. Tt serves as liaison hetween the Vocational and Technical
Area and the Department Level indersecretary for Administration.

In addition to the fuuctions outlined previously, the Assistant

Director of Administration also substitutes for the Assistaut Secretary during

O
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her absence, and participates in the detailed evaluation of budguet proposals
and annual plan proposals submitted by the Program Dircctors.

Research and Curriculum Development

This Unit, headed by a Director veporting dircectly to the Assistant
Secretary, has the functions of coordination of curriculum development within
the Arca of Vocational and Technical Education, dissemination of research intorma-
tion, educational research, compilation ond analysis of educattenal statistics
(including follow-up of Vocational-Techaical Program C*a@uates), maintenance of
a rescarch library and coordination of teacher training.

Promotion and Interagancy Relatioas

This is a small unit with the function of promoting tie Vocational and

Technical Education Programs anong tha potential program enrollos

5, tha commmity,
and poverunent agencies.

The unit head position s transicovy, as the budget proposal to create
a permanent one has bean vepeatodly tarnad down,

Regional fevel

The organizational structure azt regivunal level indicates that General
Supervisors of Vocational Programs report to Regional Directors. General
Supervisors are following o dual veporting structure: administrative matterw arve
brought up to the Regional Dirvector for desisions while technjcal matters arve
usually brousht up to central srogram sduinistration for resoluliocn. The CGeaweral
Supervisors receive instructions and supervision from the Regiconal Directors as
well as from the central program supervisory group.

Punctions of the Ceneval Supervisors at regpicnal level include & wmix-
ture of administracive, clerical and supcrvisory tasks. Supervisurs perform a

variety of purchasing, personunel, acccunting

O

and record keeping functions that
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frequently leave little time~ for visits to the teachers in the field, work
planning, probiem solving and evaluation of the exccution of the Programs.
Secretarial assistance in general is scarce and often Supervisors' reports wait
in quecue for several days in order to be typed.

Although Vocational and Technical Education accounts for approximately
127 of the total budget for education, there is no single focus of responaibility
for vocational activities at the regional level. Respeonsibility for overall
supervision of Vocational Education rests with the Regional Director - with the
recent exception of the San Juan Region - who also has important fcsponsibilities
for overall administration and direction of the entire educational activities
within his region.

Ve find that the teacher to supersvisor vatle usually approximates 50
to 1 and In some cases reaches as high as 70 to 1.  Supervisors cover about

thirtoen school districts some of which are lecated at a significant dJdistance from

<

tha Supervisor's base ol operalions. Substantial amounts of time are lost in

)

traveling within the regioa to supervisce the vocaticnal and technical courses

in the different =chools.

CONCLUSTONS - PRESKNT ORCANLZATION
AND REPORTIMG RELATIONSHIES

Analysis of the curcent organizational structure and reporting velation-
shing prnviously deecribod ove discusced in the €ellowing paragraphs.

1. We understand that the position of Director of Instruction has only
recently been filled, and that this may account for the Propram Dirccter re;
sponses indicating that they ruport directly to the Assistant Secretary while
in the organization chart it shows that they report to the position of Dircctor

of Instruction.
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With the new apbuintment of the Dicector of Tustrunction, reporting to
this position by the Program Directors should bo cmphasized in ordcr not to over-
burden the Assistant Secretary with Program problems and decisions which should
be resolved at a lower management lavel.

2. Unit Directors spend an exgessive amount of their time in direct
supcrvision, curtailing time spent in other importaant activities such as planning,
promotion, and evaluation of Program pevformance.

Unic Directors may lose sight of overall program objectives and fail to
provide effective leadership if they get involvaed in too great: a detail in the
evervday operations of_thcir administeative units.

3. To improve the executive succession a fornnl plan to familiarize and
trqin rapliacenmants should e instituted.

4. In analyziung the situations existing in various programs with regard
to dual renorting relationships, overlap of functions within a program, and
gonoralized idantific&tiou and assieomnonl of faactlons, w2 conelude that this has
been brought about by the nead of woll defined Program ocganization structures.

A list of funcciens rapidly becomes olisolete when not adjusited to re-
flzet Program growth and operating charactevistics. Assignment of these functions
to findividuals has to be logical and well dafined to be offective. These iudi-
vidual 1ists of functions or job descripiious cannot b developed on aun isolated
baris as new nesikions are added ro an organization, instcﬁd, they should be
the result of an unalysis of program objectives and the corvesponding activitics
to carry these out. The orpanizational structure then cvolves from the grouping
of these functions into logical patlerns.

5. the existing load of admiuistrative and supcrvisory work at Program
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Director level indicates that the systems and procedures used tc process work
through the administrative uuics and the delegation of authority to subordinates
should be strengthened.

6. Program p anning and budgeting arc both related to a cemprehensive
long-range plan based on Vocatienal and Technical Education goals. 1In the present
structure, however, these two responsibilitics are orgonizationally independent
of each other. The planning position is cnrrently depicted 3s reporting to the
Director of Tnstruction while the budgeting position vepoerts to the Director of
the Administration Unit.

As plans and bhudgets grow in size and complexity, the need to closely
relate these two functions becomes more laporvtant. Although the prescot organi-
=ational avrengement was worked up Lo this iima, we believe that it will be in-
creasingly difficult to maintaia an effective reolationship between the two
functions utnless they are organizaiionally integrated.

7. Vacancies in Key positions in the Technical Sducatien, and Trades and
Tndustrics Programs'tend to restrict the development and accemplishment of planned
activities,

8. Responsibilivty for the areas of budgeting, persoancl and coutrol of
funds s assiyned ©o one unit under the Suporvizor of administratien. These im-
portant arecas encompass a variety of functions which arve not related divectly and
have differeat work and supervisory requirements.

9. 'The Consatyuction, Supplies and Maintenance Unit is well located from
an organizational structure point of view. U beliceve that the decision to
augment the Unit's personnel was correct and should favocably_affect the purchasing
process For the time being, however, as construction of vecatlonal and techaical
educational facilities is stepped up as planacd, congestion in the unit is likely

to result again.

O
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The addition of more persommel to this Unit will only prove to be a
temporary relief frem the present difficulties in purchasing, and a more
permanenl solution is required.

10. After analyzing the various funcltions assigned to the Informaticn,
Research and Curriculum Development Unit, we conclude that the  scopce of respon-
sibility of this unit is too wide.

Ve believe that a single organizational unit at this level camot
function effectively while trying Lo simultancously satisfy the requirements of
widely unrclated functions such as ceoordination of curriculum vesearch and
development, statistics zcompilation and analysis, Follow-up of vocational-
technical yraduztes and teachoer trainloyg.,  Each of these broad classifications
of the functlons which the unit is respousidle for ave vritical enough to warrant
individualized attention.

1L, The scepe and masnitade of the Vocational and Technical Program re-
guires the establicsliment of a permsment teragency Relations and Promotion
Unit within the struecture of AV.T.E,  This Unin should ccorvdinate its efforts
with the Ofifice of the Assistant Sccecetary of Community Relations. The ueced for
this coordinated effort is morc evident in light of rvecent decisions by the
Sacretary of Education to provide vocational training at all high schools in
Fuerto Rico.

19 he aae of Franeitovy noaiticos Ak a professional level in seveval
programs within the Aruu‘of Vocational and Tochnical Education creates 2 probicm
in Program continnity. Peorsonnel in transitery positions will very likely leave
when a repnlar position is available somewhere else. ‘Thiis turnover of profes:-
sional personuel in addition to affectiug continuity will also increase adminis-
trative cests by inercasing trainring expense and the time required to bring a

substitute to an acceptable level of expertise in the position,
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13. As mentionaod earlier, dual reporting relationships are contrary to
the organizational concept of unity of command. The situation at the Regional
level in which General Supervisors respond to the Regional Director and also
the Program Dircctors has caused conflicts in the past and may result in con-
fusion and docreased operational effectiveness at a time when vocational
cducation is preparing to push forward with expanded programs and course
of ferings.

14, The existing teacher to General Supecrvisor ratio is too large when
considered together with the administrative workload and distances to be traveled
within an cducationai region. ‘lhis ratio becomes more significant when we con-
sider the expension contemplated to provide vocational course offerings in all

high schools.
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IIL - DEVELOPMENT OF THE ORGANTZATTONAL
STRUCTURE

OVERVIEW

In order to develop an ovganizaticnal structure, we defined and
analvyzed the basic Ffunclions of the Arca of Vocabtional and Technical Pducatioa.
To this analysis we applind the basic principles of orpanizational structuring
and developed several altemnatives which would fit the requirements of the A.V.T.E,
These alternatives were thoroughly revicwed and evaluated by the con-
sulting team, using the criteria specilied in Chaprter LT of tbis Report. The
recommended structure was the preduct of changes, relfinements and inelusien of
the best features of the several alternatives wiich weee ceonsideced.

CRITERIA TOR AN BEFFECTILVE
ORGANTZATTION

The Following vrinciples were caphasived Lo che develoepient of the
recomaendad oroanizaticnal structure. Thesa zioilvoecia sre Ploeted boelow as a sericg
of questions. Dhoes the soructure:.

. Bepresent a logical grouping of functions?
. Eliminate duplication of offort?
. Contain flexibility foc addiag now funcblons?

. Facilitate coordination of instructional proeblenm
colution with busincss—related problem solntion?

. Embody the ability to respond to new managosent

techniques?

. AMllow teasonable span of contwrel?

. Cet major problems o the attuention of the
Assistant Secretany?

. Represent a practical framevork for planning and
decision making?
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the criteria formulated to evaluate alternative structures, recommendalions

were developed which, when implemented, would result in a ne- upper-level
adninistrative organization at ceutral and regional levels. The development of
these recommendations is outlined in Chapter IV of this Report. The recommended
structure 1Is presented in graphic form on page TV-1.

BASIC FUNCUIONS OF THE VOCATTONAL AND
TECHNICAL EDUCATTON AREA

The basic functions of the Area of Vocational ond Technical EFducation
can be classified in scven groups:

L. Tnstruction

This function zonteols the instructicnal activities of all Vocational
and Technical Education Programs and special prngrnms';hroﬁgh the individual
Program Directors.

2. Administrarion

This function controls the admiaistrativ. matters within the Area of
Vocational and Technical Education.

3. Infernation Systems

This function administers oad develops veporting systems for control
of operations aund controls the review, analysis, and improvements of oxisting
.‘3‘_\"‘; ms ﬁnd 1) rocoedures.,

4. Planning, Budgering and Eualuation

This function controls the orvpanizatien of all resources required for
the performance of area epcrations, ard also evaluates the quality of thoe services
offered.

5. Vocational Research and Cgf;ipU]tml)%ﬂ{glgEmqu

This function is responsible tor counduclting vocational rescarch studies

and coordinating the up-dating and development of curviculum programs.
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: 6., Professional Training

i This funection coordinates the professional training of the instruc-

i )

’ tional and support personnel at all levels within the scope of Vocational and

| Techinical Fducation.

7. Interagency Relations and Pronotion
: This function includes all communications with the community, private

industry and other goverament agencies designed to promote and enhance the role

of Vocational and Teclmical Education in the developmeat of skilled workers in

the ecouomyv.

1 i RN,

f I
; R

i !

i » = 'Pl‘

E .-4 "' -
{ »~

! . .
j

i

]

!

{

1

!

o
RIC

= ||m Provided by ERIC

[
=



Q

ERIC

Aruitoxt provided by Eic:

[ ORGANIGRAMA
[INSTRUCCION VOCACIONAL
L_iL

SUBDIRECTORA
DOCENTE

PROGRAMAS
ESPECIALES

7

PLANIFICACION Y

DESARROLLO
EDUCATIVO

r

1

L

[

ARTES

3

INDUSTRIALES

EDUCACION VOCACIO-
NAL INDUSTRIAL

Programa Redular

Ocupaciones Relacio:
nadas ton la Salud

Programa de Veteranos

Educacion Industiial
Cooperativa ¥/

EDUCACION

TECNICA

AGRICULTURA

VOCACIONAL

ECONOMIA

DOMESTICA

EDUCACION

COMERCIAL

EDUCACION EN

DISTRIBUCION
Y MERCADEO

ORIENTACION

EDUCATIVA

Y VOCACIONAL

v .
Brograma Prec vocacional
* Antes.Ocupaciones Diversats

AP N 415 (Fetterat ) 982

L} . -

En Coonmmation con M Compraiing

de Fomenlo de Tutismo de PR

;

Meueipos Juvemten e 1o Comumdad HYC)

BEdac Tinplea Beneticiaras Serv Sac (WIN)

S

DESARROLIO Y
ADIESTRAMIENTO

DE RECURSOS
FUMANOS

[ TYI T P Y
[}

ESCUELA

HOTELERA®
-.-.-I----.

EXPERIENCIAS
DE .
TRABAJO ™

AEEEEEEE: S
EAEMEE"L =S
INCENTIVOS OF
TRABAJO"

-

| rRecionce

‘l [ — 1

ARECIBO CAGUAS HUMACE

[ I L
DI § T R I T O



NIGRAMA

DCACIONAL Y TECNICA

CONSEJO

CONSULTIVO DE
INSTRUCCION et

VOC Y TECN

ICA

SECRETARIO DE
INSTRUCCION PUBLICA

JUNTA ESTATAL
DE INSTRUCCION
VOCACIONAL Y
TECNICA

.

—

1

SUBSECRETARIA DE
INSTRUCCION PUBLICA

SUBSECRETARIO DE
ADMUINISTRRCION

|

INVESTIGACION,
INF,, DESARROLLO

SECRETARIA AUXILIAR
DE INSTRUCCION
VOCACIONAL Y TECNICA

PROMOCION: Y
RELACIONES

wememeq

CURRICULAR

INTERAGENCIALES

SUBDIRECTORA
DQCENTE

PROGRAMAS
ESPECIALES

ll

PLANIFICACION Y}
DESARROLLO ¢
EDUCATIVO

1

EDUCACION

‘COMERCIAL

EDUCACION EN
DISTRIBUCION
Y MERCADEO

VOCACIONAL

||

ol

)
'
r----l-‘---’ PRESUPUESTO
a DESARROL:2: ~ 3 RSON
B ADIESTRAME i " "
B ADIE 15 DI
H Mo 3 ESTADISTICAS
B DE RECURSGS u
1 1
2 FUMANOS '
Lln...r—r—--‘
r.--.;--..‘
s
ESCUELA s
[ ]
. 9
HOTELERA™ &

messssuenend
r----‘-. --1

] ]
" EXPERIENCIAS @
OE ]

TrRasaso™ 1

a
INCENTIVOS DE B
a
TRABAJO " 4

r
]
]
1
1
.
1
.
]
[

SUBDIRECTOR
ADMINISTRATIVO

1

|

CONSTRUCCION,
SUMINISTRO,
MANTENIMIENTO

becerccnccncarccscnanen

i ADMINISTRACION

ERIC

Aruitoxt provided by Eic:

IREGIONES EDUCATIVAS
ARECIBO CAGUAS HUMACAO MAYAGUEZ PONCE SAN JUAN
—
] | ] i | |
t S T R I T O § $ ¢ O L A R E 5§

—




RECOMMENDED ORGANIZATION CHART

Area of Vocational and Technical Education

Assistant
Secretary
Head of ;
Interagency Rela- Eg;;;
tions & Promotion
Assistant to the
Assistant
Secretary
Director of
Instruction _
Head of . Head of Plannir
Head of Information Budgetlng and
Administration Systems Evaluation _
Vocational Special
Guidaice Programs
Personnel Statistics Planning
|| Industrial Home
Arts Economics
Purchases Reports oLavionas Vocational Budgeting
’ —{Edutation | | Bducation [
Technical Business | | Prograrm
Accounting gizzzgiris Education Education Evaluation
— pET [
: ccupatio
Office Marketing
Services
Construc-
tion




'OMMENDED ORGANIZATION CHART

‘ocaticnal and Technical Education

3
tant
tary
Executive
Office
 to toe
tant
tary
or of
ction
‘ Head of Planning He%d of’Vocation— " Hemd of
| Budgeting and al Research and Pr—rPessional
Evaluation Development Training
Special -
Prozrams
Planning Vocational Training
Research Personnel
Home ||
Economics
Curriculum .
Vocational Budgeting Development gg%{gé-
Education [T Personnel
Business Program
Education Evaluation
Health
Occupatiorg




[v-1

IV ~ RECOMMENDNTIONS ORGANILZATLOMAL STRUCTURE

The following paragraphs contain a summary of the major reocomm. ations
relating to organizatienal structure at the central level of the Area >f
Vocational and Technical Education. The rocommended organization char . Llus-—
trated on the facing page.

ASSTONSENT OF BASTC FUNCTIONS AND
DS CRIPTLON OF JXECUTTVE POSTITONS

.

We believe that édoption of the vecemmended organizaticnal =~ womre
will serve to eliminate dual reporting relationships, vprovide for a . ble
span of control, establish adequate deeision mcking levels, and facili- = exer-
cising the proper lewal of supervizion and delegation of authoricy.

The recommended organizational structure contemplates the .th. .:ng

aswignment of functiens and responsibilities:

ORGANTZATTON

istont Scerctary of Vacntional and Technical Education
The Assistant Secrotavy will have complete responsibility for the
dirvect lon of all activities in the Avea of Vocational and Teclmical Education.
An fxeentive Office will assist the Assistant 3ccrvetary in the administrat lon
of the area.
The Fyoeratiga Ofyieo «honld inetnde the following two pesitions:
. lxecative Assiatant
. Asgistant for Progrums
2. Head of Interagency Belaticns and Promotion
‘Coordinntss with the Pudlic Relations Unit of the Department wof

fEducation to foster all communiecations within the A.V.T.E. and outside t- A.V.T.E.

with the community, private industry and other governmenl agencies.

ERIC

Aruitoxt provided by Eic:



ey

ie Head of Interageucy Relations and Promotion will be responsible
for the following functions:

. Develops and supervises the Tnteragency Relations'
Program of the A.V.T.E. in close coordination with
the Public Relations Unit of the Department of
Education,

. Reviews and evaluates the activities of public
Relations' Representatives of the A.V.T.E. in meerting
objactives and performance standavds.

. Promotes, through special programs and the mass media,
the activitvies and services provided by tihe A.V,T.E.

. Reports direetly to the Assistant Secvetary of
Vocational and Technical Fducation.

3. Ausistant te the Aesistant Secretarv of Vozational
and Trchnical Education

o e b+ e i - - _n - s o T

Will act as Assistant Secratavy ia che Secretary's absence and will

have the authority and vesponsibility for all operational matters withian the
Avea ol Vocational and Techuieal Fducation. The following positicns will report

Lo the Asslstant to the Acgistsmt Seeratary.

. Director ef Instriction

. lead of Planning, Budgeting and Evaluation

. Head of Information Systems

. Head of Professional Training

’ . Head of Administration

. Head of Vocational Rescarch zud Cuvriculum Develepmeut

i 4. Dircctor of Instruction

% ut

i The overall responsibility for operation and coutrol of «ll Yocational

i . . . : o . Cmr . .

i and Teclinical Education Programs will be assigned te tha Director of Tnstruction.
Two factors undearline our recommendations for the establislunont of

I

! this position at this level: first, it would serve to strengthen the control of

i

i

! .

- \‘1

ost imwamd
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the Vocational and Technical Education Programs; and sccond, it would serve to

limit the Assistant Secrectary's and Assistant to the Assistant Secretavy span

of control to seven positions.

The Director of Tnstruction will be responsible for the following

functions:

matters within the Arca of Vocational aud Technical Education including coordi-

5. Head of

Supervision of the operation of all programs in the
Arca of Vocational and Technical Education.

Supervision of thie controls -stablished in the Vocational
and Techiiecal Education Programs.

Coordination of the [unctioniug of all curriculum develop-
ment for cach program.

Evaluation of monthly progress ceporls prepared by cach
Prograin Director.

niaistration

Responsible for the exccution and control of the adwinistrative

3

pakion of purchasing, porsounel, olfice services, fund control, and construction

of classroom, laboratory and shop Facilities.

This positicn is maintaired io the recommeuded organization sgtructure
1 3

to provide an organizatvion established avound major functions of the Area of

Vocational and Technical Education and to limit the span of controi at the

Assistant Secretary level.

functions:

The Head of Administration will be resvonsible For the follewing

. Supervises and provides general dircctives to the

following administrative units:  construction,
office survices, purchases, personnel und accounting.
b | b ] <

Respousible for the reoview of systems aud procedures
for the adwinistrative units.

Responsible for all the activities and services pro-
vided by the adwinistrative units.
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E 6. Head of Information Systems
Responsible for the administration and development of Management
j _ Information Systems required for contrel of operations aud analysis and design
é of systems and procedures.
' The following administrative units will report to the Hoad of
Information Systems:
. Statistics
. Reports
. Systems and Procedurcs
The Head of Infermation Systoms will be responsible for the following
; functions assisted by his Unic Administrators aad Regionai Coordinators for
Budgets and Statistiazs:
- . Supervises all the administrative unies under b on

and provides them wirh geneval divectivoes,
“ T P . . : 1 oy e b o

. Renponsible Jor the rovicw and development of a
system Lo gathev statistical iaformalbion on u rogu-

lar basis.

. Remnonsible for all the activities and uarvices pro-
vided by the adminictratisa: naits under his
jurisdiction,

. Respunsible for the review and developnent of tha
vocational programs veporting system,

. Responsible for the develomment and roview of all
systoems and procadurns for the AVLUTUE,

7. Jwad of Pianning, Budsuting and Hyvaluation

Tha [lead of Plavning, Budpeting and Pvaluation will be responsible forv

Felilaie,

developmeat of leng and short range vlans, Forwelatiou of operating budgets, and

:
i
! . . . . . Sy e , C
f progran evaluation. e will be aseisted in these pespen=ibilities by his Unit
i Administrators for the planning, budgeting, and cvaluation units, and also by
!

the Assistant Regional Directors for Vocatioual and Technical Edueatiou and the
i . . . . . . s
{ Regional Cwordinators for Budgets mnd Statistices.

ERIC
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The Head of Planniang, Budgcting and Evaluation will be rvesponsible for

the following functions:

. Supervises and provides general directives to the
following administrative units: budgeting, planning
and evaluation.

. Responsible for the preparation of the Five-year
Plan for the A.V.T.E.

. Respensible for the coordination of the annual budget
for the AJV.ILLE,

. Provides technical advice to Program Directors in the
arcas of plenning, budgeting and evaluation.

8. Head of Vocationnl Rescarc

il Curriculum Dove

opment

Responsible for the administration and development of vocational re-
search to insure cuvrent technliques and methods For the Frogram and the coordi-

nation and updating of curriculum development.

. The Vocational Research and Curcienlan Development units will report to
J the Hoad of Vocational Hescarch and Curriculum Development.
The flead of this office will be responsible for the following functicns
assisiced by his Unit Admicistrators and Curriculum Coordinators:
. Supervises all the admiaistrative units under him and
provides Chem with geoeral dircctives.
. Dovelopment of vecational rescarch for the vrograms.
. Coordination and updating of curriculum programs.
‘2
;
] Rosponaible for a1l rhe antivitics and services pro-
vided by the administrative units.
i 9. Head ol Profassional Training
) Respensihle for the administration of pro-scorvice, ilo-service and
! continuing education and training programs for professional stalf members at all
i levels within Voeational aud Techaical Hducation.
|
}
!

ERIC
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The lHecad of Professional Training will be assigned the following
functions:

. Supervises all the instructors of (he training
programs.

. Supervises the development of teachivng materials and
guides to be used in the training programs.

Supervises the operation and evaluates the effective-
ness of the training programs.

. Responsible for all the activities and services pro-
vided by the training programs.

. Coordinates witli the Director of Instruction to
insure participation of all persomnel requiring
instruction,

PG

AL ISTRATION

Overview

Although the scope of the Administcrative Urility Analysis in terims of
detatled findings, conclusions and recomrendations wac limited to the upper
echelon of the Avea of Vozational and ‘fechuical Bducation, we had the opportunity
to obsorve during cur review the chardciervistics of the individual programs and
the functions of ecach member within the Program's administrative stvucture.

The following recommendations are general guidelines which we prepose,
based on the Ffindings and conclusions with regard to tie internal management
structure and operating methods of the individual Vocstional-tecanical Programs.

These guidelines will provide a base for establishment of a functioval
organization structure for cach Vecatioaal-technical Program which in our judge-
ment is a prerequisite to the ccher steps which we consider essential Lo im-
proving the effectiveness of preogram administration.

Subsequent to the implementation of the proposed program organization

structures, Lhe Area of Vocational and Techaical Education should endeavor to

develop:
O

ERIC
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A well defined executive succession plan to insure
program continuity in tha event of promotion, trans-—
fer, resignation, or other event causing a key position
within a program to become vacant,

. Revised work systems and procedures designed to encourage
work simplification at all levels and resulting in the
reduction of duplication of efforts and unnecessary
administrative procedures to cnable kev program personnel
to direct their time and cffevts to more important program
issues,

Descriptive program-level organizaliconal structures follow below. The
present and proposed organization charts are included in the page facing the

description of the Program,

Wo recommend that the [ndustrial Avts Pregvam be organized in two maior
functional aveas repoviing to the Program Direcctor. Each functional area should
be placed undar the vospon=ibility of v Assistant Program Director, an Assistavt
Divector of Cpoegations, ond an Asuistant Digector of Adwinistration. The cur-
viculum development and teaining fuaction should be rvemoved to those arvea lewvol
uaits designated in cur eontrval level vrganization as regponsible Yor those
funckions.

The operations function within Tadustrial Arts should be further divided
into two proupings of the educational regions, Fach of these groﬁpings would be
placed under a General Supervisor. The educational regions could be grouped as

follows:

Ceneral Suporvisor A Ceneral Supervisor B
San Juan Ponce
Arecibo N Humacao
Hayaguez £ Caguas

The scope of our review did nit.gcover.the lower cchelon positions with-

¢

in this progvam; however, the obsicvations made :n our visits to the regilons and

[w

O
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the interviews conducted at the central program level indicate that the present
ratio of teachers to Ceneral Supervisors - over 100 to 1 - dis too large. We
believe that the number of the regional personnel should be increased by nct less
than six supervisors and five teacher coordinators. The recommended distribution
of supervisors and. teacher coordinators by region should be based on the number

of teachers in the regiom.
‘the Assistant Director of Administration should be responsible for

the coordination of procurcment, personncl appointments and physical plant. Tt

should also include assistance to the Program Director in development of plans

and budgets and in reporting of opevations.
We recognise that in the past thera have bteen significant problems in
the areas of purchasing and personnal and that the Industrial Arts Program has

been affected by these. However, considering the recommended change of organiza-

tional sivucture at the regional level, the strengthening of the purchasing ard
persoancl {unctions ak area level, and the projected increasae of 552,0
budgeted cupenditures for the next Fiscal year, ve believe that it is nob nec-
¢ssary to augment the personnel assigned to this funcition at this time.
Two secretaries should he assigned to this program:

. One for the Program Director

. One for the Assistant Divectors

HEALTH QCOUPATIONS
At this time, the Health Occupations Subprogram is a part of a larger
program of Vocationol Tndustrial Fducation togethevr with Trades and Industeies

(T. & L.), Manpower Development and Traiviog (L.D.T.A.), and Work incentives

(W.T.M.).
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In the next scction of this chapter we recommend the separation of
T. & L., M.D.T.A. and W.I.N., from lealth Occupatiouns and the establishment: of
a distinct program unit in which the three would fit.

Analyzing the present structure of Health Occupations in light of
current operating requirements and projected growth, we come to the conclusion
that some restructuring s necessary to strengthen the Progrém's functioning.

We recommend that Health Ocrupiations be established s a separake pro-
gram with a wpngraﬁ Director reporting directly to the Director of Tnstruction.
The lregram wirector in addition to planning and budgeting responsibilities as
well as the pruparation of reports of operations would have responsibility for
the coecrdination of all procurcment functiens within the Health Occupations
Prvegram. Porsonnel appointments and school and shop facilities would also be
under his responsibility.

The Asmistant Divector of Croratiens would be assisted by a Supervisor
in charge of school accreditation, and a ceocdinator in charge of pharmacist's
assistants courses. lle will coorlivate and plan operations of the Guuneral
Supeoivisors.

We recommend that a stalf of General Suporviscfs be astablished to corry
out the actions generated by the Health Occeupations Program., Initially, we be-
lieve that the Program should be represcented by three Geneval Supervisors, one
Tur cveiy iwo ceglons.  Theceloce, a tolal of thiee pemmanent General Supervisors
positioas should be vecrauited and assigned to this Program to provide cffective

supervision of ficeld operations. This Program should have two secretaries as-

signed to the Program Dirvector and the Assistant Dircector of Operations,



PRESENT ORGANIZATION CHART

Vocational Industrial Education

Program Director

Assistant
Director
Director Director Director
M.D.T.A. Trades & Ind. W.I.N.
Assistant Assistant
Director Director
General General General
Supervisor Supervisor Supervisor \
> -
Reg. Programs Spec. Programs
Coordinator Coordinator
High School Asst., Dit. Asst. Dir. 'vgfgylﬁg pecia
Prog. Coord Voc. School Prog‘Supvrs Center
Supervisor
Training

EDUCATIONAL REGIONS AND SCHOOL DISTRICTS

—
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Vocational Industrial Education

Program Director

Assistant
Director
Director - Director
W.T.X. Health Occup.
Assistant General Aszistant Géneral
Director Supervisor Director Supervisor
J
Spec. Programs Industrial Coop. Furriculum bev.
Coordinator Program Coord. Coordinator
Asst. Dir. veterans Special Coop. Prog.| ]Supervisor Curriculum] | Gen. Supvr
Prog.Supvrsq|| Center Progd |sypervisor Driving EdJ | Technician adr. Training
Supervisor
Traiping

—

JUCATIONAL REGIONS AND SCHOOL DISTRICTS
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Vocations. ndustrial Educatio:

Program Direct.y
Vocational Industrial

fducation
Sub-program Director
T&I
éssis%aﬂi 'Ags,U1r§¢fbf ' Rss.Director Ass.Director
irector pecial & : Administra-
legular Prog| Coop. Prog. of Operations tion
‘Area Super. Area Super Area Super.
S.J. and Ponce Mayagnez &
Caguas Humacao Arecibo
i T i
1 I !
- e s e - - - L L - _——t -
‘- { ! l ! |
! | ! | | !
- ' | 4 ] | i
**| G.S. G.S. G.S. G.5. (2 G.S. G.S. {3
S.J. (W) Caguas (2) Ponce(3) Humaca.c() ) Maya.(3) Arecib((: )
i ! I 1 ' |
] ! | | ) |
Ingégoor. Ind.Coor. Ind.Coor. Ind.Coord.| |Ind.Coor. Ind.Coor.
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nal Industrial Fducziicn

Program Direci. o
cational Indvsiriz]

Education
Suh-program Director
WIN & MDTA
Ass.Director Aii.Diyéftor iS5 Director
Administra- pecia )
tion Programs* Operations |
er. Area : Area
; & Supervisor | Supervisor
T
i
G.S.. (3) G.S. G.5. G.S. G.S. G.g. G.5.
Arecibo s.J. (2) | | Arecibo fumacao Ponce Maya. Caguas
i
|
|
Ind.Coor.
' *W. . N,
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VOCATTONAL IHDUSTHRTAL EDUCATTION
mwades and Industries (U, & I.)
Manpower Development and Training (M.D.T.A.)
Work Incentives (W.I.N.)

After examining the individual scope of T. & I., M.D.T.A. and W.I.N.
Subprograms and considering their present location within the organizational
structure, staffing at central level, projections fcr carollment, number of
teachers for the next fiscal vear and their intevrelatioaships, we conclude the
following:

The subprogzrams should remain in the present
location in the organizational structure in
which they [orm part of Vocational tndustrial
Fducation.

The relationships belwron P subprograns are

et and thelir relative locanion In an or-

s1anific
ganization shoula refleceh this,
¢, therefore, recommend that a proycam unit be cstablished in which

?
To & L., MoDJPLAL and WLL.NL Subprograms ave grouped togeihor under one Piogram
Plrector. The stracture of the proposcd pregran i+ {llustrated in rhe facing
page .
Phe . Proseam Director will have two Subpurogran Directors and an Assistant
Diractor reporting to him:
. Subprogram Divector of 1. & I.
. Subprograu Divector of W.T.N. and M.D.TLA.
. Assistant Diroctor of Mdauinisteation
The Subprogram Divector of 1. & [. and the Subprogram Divcctor of
W.T. 0. and M.D.U.A. would have ditect rosponsgibilivy for the operations of their

programs. Their inputs, ldoms, plans sad vecormendations =hould be inplementod

throu

-
v
£

b the Vocational Industrial Edusation Pregran Director and theilr respective
Assistant Directors of Operalious.
O
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Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic

Iv-11

The Subprogram Divector cof Trades and Industries will have three

Assistant Direntors as follows:

. Assistant Director of Regular Programs

Programs
. Assistaont Diractor of Operations

the Assistant Divector of Repular Programs would have staff responsi-
bility for the implementation of the avproved plans atfceting the regular pro~-
gran of iunstruction in T.'& [. Ha would initiaté actions apd reconmendat lovs
related to this proaram area vhich would be implemented through the Assistant
Director of Operations.

Thae assisiont Dircctor of Sreciat and Coosporabive progrias wo

responsibitities similar to these descrited sbove for the Special and Cooporative
Drogrons within T4 L

The ASFiPCCWCADiTO$tCT of Operations is vestengible for the Sield oper-
aclons of T. & T, U has a staff of threo Avea Supeavisors vho in rura wourk
throvgh vhe General Supervisors attached to the educational reszions,  Fach Area
supervigsor will be reconnsible for two voglens: and will wacl dircetly with the
Assistant Ropional Dicoctors of Voecaticual Tochudical ducation in mabters affect-
tng T, & T.

Training and cufriculum developmuent activities should be vemoved to
thae Cencral lLevel units respeasibice for chose functions.

o believe ehat strenprhening of the organizational structure at the
central proovan lewvel in this casa has to go hand-in-hand with strengchening the
supervisory cifort al regional lowels. Ta our visits o the educational vuegions,

[

we observed the worklead of the T, & 1. suparvisors ard this further emphasizes

our recoimeadations for Increasing the numbern of regional supervisors.
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the folleowing is our rocommended level of Gencral Supervisors:

Proposed  Present Increase

San Juan 4
Ponce 3
Mayaguez 3
Arccibo 3
Caguas 2
llumacao %

JD—';—‘I\JNMM

P = =

Total 17 7 10

f
!
1
i
1
!

The staffing level of Iadustrial Ceordinators should remain constant.
These levels take into consideration the estavlishment of a regtonal
level Adninistrative Unit which would ahsorh o great pavt of the administration

1

and business manozeaont dutics vhien curcently ave being acconplished by the

Pogional Gensral suporvisors.

rades and Industrios should have three sceoretarics pormunently as-
stgned to Tho Snogovted olacomant i F‘;]ljﬁ?!%:
Secrolary o dhe Suoptuay
. Socrntary ko the Asaistant bBivector of Operations
. Secreiary to the Assistant Divectors of Regular and
Spacial oand Ceoporative Prograass
Tho Subpregram Divector for WoLoN. and MD0T.A will have two Assistant

Divectors as {follows:

iscant Ulicchor off Spocial Programs
. Assistoal Director of Oporations
Thia Assistant Diccctor of Special Programs will be assisted by two
Area Supervvisors.  These two Supevvisors wiih offices ot the central orogram lovel
will have rosponsibility for coordination with the Regilonal General Supervisors
through the corrvesponding Assistant Regional Directors of Vocational and

Pochnical Education.
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RECOMMENDED ORGANIZATION CHART (1)

Teennical Educaticn

Assistant Director
Administration

Progran
Director
Secretery
;
Lssistant Director
Cperations
i
]
!
)
i
Fem— o~ — -
}
r i
Direcior w
Techrelogical
Irstitute _
Sarn Jusn *

(1) Target date for implementatio

Assistant Director - Admin
Assistant Director - Opera

Director

Technologica

Institute

Pcrnice

I

.mede051Hmﬂwuam
ions - 1972-73

J

i

I
v

O
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All field operations councerning M.D.T.A. and W.I.N. Subprograms will be
the responsibility of the Assistuant Director of Operations. The Assistant Dircctor
.of Operations will direct the M.D.T.A. Subprogram and he will also implement the
recommendations of the Assistant Director for W.I.N.

We rccommend that a staff of Regional General Supervisors be established
to carry out the actions yeneratwed by the central programs group. Initially we
bclievg that the W.L.N. and M.D.T.A. Subprograms be vepresented by one General
Supervisor in each region with the exception of the San Juan Region which, due to
the concentration of courses should have two. Therefore, a total of seven Cencral
Supervisorszéhould be reciulted sad assignaed to those Subprograms to provide
cffective supervision of field operations.

The Assistant Divector of Administration will have responsibility for
malbters concerning sersoanel, purchasing, facilities and for supportive clericnl
and adminisgeative services to the ather meabees of the Centval Prosram Staft.

He will also asslsr the Peogran Diroctor ip thoe devolopment of plans and budgels
for thae threa subpregrzing and for the ecntire program anit,

This program unit should retain two soeretaries to be assigned to the

Subprogram Dirvector and the Assistant Directors.

LECGETCM,_ERUCATION

the positien of Program Director Is wvacaat; che Director of Tostruation
is acting as Program Director. - Ldeally, the candidate to fill this position
should have dircet expericonce as Dirvetor of a Technological Institute. We
recomaend to upprade the =alary level of this positlion to make it attractive
enough to be considered favorably by an [nntitute Dircotor.

The Four-yeavr plan calls For o sizeable increase of operations. The
number of teachers is plamned to fncrease from 38 to 80 teachers in 1lvy72, 93 in
1973 and 128 in 1974,
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The recommended organization chart takes into consideration the planned
increase in operations. Tentative recommended target dates should be adhered if
the planned increase materializes.

Recommended target dates are as follows:

. Assistant Director of Administration - 1971-72
. Assistant Divector of Opervatioas - 1972-73

This program should reotain one socreotary.

VOCATTONALL AGRTCUTTHRE FEDUCATION

‘e recommend that the organizational structure of the Vocational

Agricultuvre Fducabion Program be modificd to veflect the ceriteria cof forth for

the development of the Progruns organirzationnl structure.

«

The Pregrom Divector should have the following three Assistant Dirvectors

reporting direcely to him:

Craltzlon

v

< Assisitant Divecieor of Admiais
LoAssiatant Director of Fubure Farmors of America

Sosletant Divector of Orwviations

The Assistant Directer of Adminisirarion should be wesponsible for
coordination of ayuipment purchasas, personncl and scheol facilitics, »!h_-: should
be the Prozrum Dirvcctor's principal assistont in the dovelopment of plans and
budgets amd in the preparation of reports of operairlons.  We beliceve that cou-—
sidering the projectod level of program opcvations for the coming Fisecal vear, 1t
will not bo necesswvy to add additicoal positions to the adminiserative function
of the Progran.

The Assistant Divecter ol Oparaliooy will oveinee all ticld opera-
tions (iroluding the spocializad schools) of ithe Propram and closely follow up
the dmplementation of the approved plana. e will have Four General Supervisors

Lo assiast him to accowmplish these Functicus.
y |
<

Aruitoxt provided by Eic:



V'RESENT ORCANIZATION CHART

Home Economics LEducation

Program Director

(3)

: Sccretaries (4)
I
T
{
|
{
!
Assistant Director (3)
1
' .
! i
\ ! !
1. . l !
General Supervisor (2) | Curriculum Teclinician (2)
|
.ot '
_ Regional Level \
i | | ] i
* : I
! }
I 1 i | {
neral Supervisor General Supvr. Ceneral Supvr., Gen. Supvr. GCen. Supvr, Gen. Supvrs.

Arccibo Caguas Humacao Mayaguez Ponce San Juan

-n  wae.
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The Supervisors will be assigned as follows:

. Adult Programs - a staff advisory position. Thig
Supervisor will iwmplement his recommended actions
through the Assistant Divector of Operatious.

. Specialized Schools - will be able to implement
actions divectly.

. Region Crouping "A" - rosponsible for field opera-
tions iu the San Juan and Arecibo Regions.

. Region Grouping 8" - responsible for Field opera-
tions iu the Pence, Mayaguez and Caguas/llumacao
Regions.

The establishment of the administrative units at regional level and the
intenduction of an Assistant Regieonal Divector of Vocational and Techuical Education
in each reglon will enabla the present regilonal Supervisors to work more effoctively
and to spead less time in adwinistrative matters. Yor this veason, and since the

projectad level of teachars for the nest fiscal year is equal to the current wvear,

no additional reinforcement: is rogommended in the number of Regional Supervvisors for

Two sacrebaries should be asaienad to this Pregram; one should be

assioned to the Program Dicector, the otliar to the Assistant Divectors.

ECONO

TGS HRUCATLON

The Howe Feonomics tducarion Promram =hould be restructured organiza-
tionnltly as Follows:

The Diveciror of the program should have three Assistent Divectors re-
perting to hery an Assistant Dirvector of Administration, an Assistant Divector of
Wage Baranings and Adult Hooo Making Propgrans, and on Assistant Director of
Operations,

The Assistant Divoctov ol Opecatiens should be responsible tor all opera-

tional aspects of the Program in the (ield. He sbhould have two General Supervisors



O
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reporting te him: Each Supervisor will be responsible for three educational

regions - one should have responsibility for the San Juan, Mayaguez and Humacao
Regions and the other should be responsible for the Ponce, Arecibo and Caguas
Regions.

The current organization shows specialization of supervision at central
level (regular program, adult and "out-ef-school" Pragcam); however, the reglional
organization does not follow the pattern os relatively low enrolluent in the
special group courses does not justify independent regional supervision. We be-
licve that in order to better coouvdinate the control of operations, the supoer-
vision at central level should be uvnified under the Assistant.Director of

Overations.
iy

Farnings and Adult Howme Making Progroms

should provide technical assi to the Assistant Director of Operations in

tha dovelaprent, ifwolemoatation and conerel of courses veaching these spocial
ELOUDS .

Tho Anaistant Direchor off Administrarion retalns rosponsibility fov
conrdination of pucchasin and pacoonael activities as wall as assisciog che
Progran Divector In planaiag eand budgoting activicies and in preparing reports of
operalions.

Training and cerriculum develepment activities zhould be teanzievred to

H s B 1 . 1 N . . . R T T . P
PO P RO Cetbe e vt ditb R US Cadds gia Wil 1o LL':.-l)ul:;a.l.lu._l..l_LJ\.':, winde i Cine

cacommeaded organisation,  Two of the (our scecetaries should be transferced Lo

VALY -
103

the contral secvetarial pool. The renwining rwvo sceretaries, oos should be

sioned Lo the Prograw Dircctor and the other to Lhe three assistont Director:.
We recommend the reinforecmsat of rhe Regional General Supcervisors

by increasing the present number by sin,  AlLL supervisors will be responsible

For oparaticos of the regular and ihe special programs conducted by Uome Economics

Fducation.
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BUSINMESS LEDUCATION

The Business Education Program should reflect the organizational phii-
losophy expressed in the organization stiucture recommended fer the Programs at
the Central Level. Two major functions, cach headed by an Assistant Dircctor,
shonld report directly to the Program Directov: Operations and Administration.

The Assistant Dircctor of Opcerations should be responsible for all
operational aspacts of the Program in the field. To properly distribute this
workload, we recomacnd that four positions be created directly under him. ‘These
positions would be manned by Gencral Supeuvvisors as follows:

. Ceneral Supervisor of Spncial Programs

I3

. Oeaeral Supervisor of Cooperatlve Pregrams

3

Coneral Supervivor of Reglonal Group "A”, wiieh

[l
inelimdes the cdecational wegions of san Juan,
Aroeibo and Mavanuez
. Conecal Suparvisor of Regional Group "BM, which
' the cducational wasions of Ponecae,
Donmeeao and tagoas
ATL curricolim and toaching waterials develapnent funciions and the ro-
laced poniiilons should be tranulerred to Lhe proposcd centrad level curviculum
HLOUP .

Tha prosecat configuration of regicoal coordinators for specelal prograns,

and uf o

gional coovdinators Tor cooperiative pregrams - one coordinator per ve-
oion =~ =honfid be meinvained.  Howawver, the staff of Ruglonal Coneral Supervisors
For the rezular program should be @rreogihened by adding one General Suparvisor
for cach voglon,

The Assistint Direckor of Administraiion should bhave responsibility for
purchasing, personuel and equipsent in addition Lo ass isting the Program Dirvaecory

in the areas of planniong, budgeling and revoriting of operatious. After examining

O

ERIC
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PRESENT ORCATIVZAATION CUHART

Distribation and Muleting Education
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’

the fiscal projections for the next year, odditional staff is not necessary for

ERIC

Aruitoxt provided by Eic:

the Assistant Director of Administration to accomplish his functions effectivaly,
We belicve that the majority of problems that came up in the past with repard Lo
purchases and appointments of personnel, will be resolved at the reglonal level

wvith the addition of the Assistant Regicnal Dircctor of Administration and his

wo secretaries - assigned to the Program Director, wand to the Assistant
Directors 1 spectively = should be permanently assigned to the Program.

DISTRIBUTION AND MARKET NG
EDRCATTON

.

The Distuvibution and Masketing Education Program dees not have a clearly
defined oryanizationsl structure and assipment of functiouns. We rvecommend thar
inoeder to achicve o boftor degree of oncrating effectiveness, the Program should
be pestcucinred organizationatly and functions sheuld he clearly defined and
casigned.

The Dirvector of the Distributicen and Harketing Fducation Procram should

dave Lwo positlons reparting divectly to him - an Assistant Dirccror of

Administratica and an Aszistant Director of Cpurations.  Considerivg che present

9

cnrallaent o the Program, we recosmend rhat the positrion f !ssistane Direcior
of ﬂpuratiuns‘should rol be establishad at rhis pime; however, wo do include it
b the proposed organizition chart as we bolicve that it Qill be necessary vhon
the progean seliioves a total onrollivat of anproeximately (8,000 studenty,

Fhe Assistant Birector of Administvation will be raspousivlte for
coovdination of purchases, personned appeintuents, and fer assisting the Progiaa
Diyecior i mal tors relaled to propean planning, budgeting and preparation of

repects ol operations. Tralning sod curriculum development tunctions should be
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Yhe Assistant Director of Ore .uions will be responsible for all
ctters related to field operations of the Program. e should have two Arca
cpervvisors reporting directly to him at central program level - onc rosponsille
the San Juan, Avecibo, and Mivaguez Regions, the sccend one responsible for
once, Caguas, and Humacao Reglouns.

The present ler 21s of sraffing at regicnal lewvel -

o seven Coordinators

Alule Pregrams and six Goneral Supsrvisors - appeav adequabe when the pro-

-1 Q

:tions for program growth for the next fiscal year are taken inte considerabion.

coosismand, hovewver; that an additienal position of Coovdinator t = Adult

L

woieas be established whan total envollmeat Foe this category veachas 9,000,

This Prosran should coinia one seerctary.

AL LETDARCE

Tho organizolion structore oF Phiv gooaram Ia product erleatod.  The
[ 1

clare gpnarent it oveivad oroadeat teoag nay progron

oo speei fle aviivicy beesso apoavent. The reoult 05 oa pradnct oriontad

Donion s ocuetuce o owhdeh cemilar tacks should Lo opeccoad dnooomore by e

eoay . Yo Tecoseend £o reovganiae this prosran in Foac wain aveas Dol lowiug

voccumonded organiaardonal struerare ol Pipoer Tov o tha gentral oo ropsicnnl
chno The Progroun choodd he tractured aroed

L. cdmindateation

M Assie Troctor of Yo o cotion shoodst heod Lhene arenes wieh

Sollewing respor 0o el cecdipation, pessonne! apireintminloe,
Coeting, planndng o wanth by reoorts o0 operaiions.

2. Unerations

A Asaistani Divoctor of Gperuticns should hewd ihis nren with opera-
O

ERIC

ANl respoasibilities enoall the progians. This ocpanization To o Line with

B ’
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PRESENT ORGANTZATION CHART

Neighberhood Youth Corps
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540 Students 460 Students 400 Students 640 Student:
27 Directors 23 Directorsn 20 Divectors 22 Directors
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21 Districts 20 Districts 190 Districts )() Districts
27 Centers 23 Centers 20 Centers 22 Centers .
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the lack of specialization of the Regional General Supervisors. Reportiug to
the Assistant Director of Operations thiere will be two Area Supervisors with
combined operational responsibilities over the vocational counselors for cle-

mental, rural arcas and vocational schools.

3. Technical Unit

This wnit will act as support or service unit to ko operational group.
It will be responsible mainly for the preparation of guidance films i class
materials.

At the regional tevel, currently, a total of seven Pegional General
Supervisoers cover approxinately 408 secondary schools and nine elemwentacy schools.
Vo recomimead Lo hive six additional Regional Cancral Supervisors to bring the
supervision of thoese (nidoace counselors within a moee manageable ratin,

4, Fol ’3._(":'..1'--"11

R BT

An Aasistant Diyector for Follos-up chonld he ceeponsible For the ad-
mindslralion of the Follye-up Prozram. A minines Follev-up Progoan .-:'.1(';:-..'1,! e ide
a follev=up staldy of graduates  ach vear for chpoe yoars alter yraduation and
every flve yvears theveatlter.  The Follos-up Propgean should provide data rolared
to coch individunl's cug ) ovicent and =6 tas and an o evaeluation of thoe Vocarional
and Technical Hducxticn Progran.

This Progean should have two secratarios permanently ascignod ro it

Taggtal that eno of v ho arsioaed to o bhe Prosoeens Diceckor and the orber o

the Assiviant Divectors.
M ONROREOOY L CORPS

The Neighborvhood Yeuth Corns Prozrie: Lhos uoique clisvacteoristics icheront
to the kind of sevvices offered to the siuwdents.  the main Lvociion of Lhe “rogram

ERIC
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is to motivate and help retain the students in school through financial assistance,
jin the form of job opportunities.
benefits derived from the scrvices provided by this Program are

directed to the general student body rather than to the students enrolled in L

Vocakional-technical YEducation. The general nature of the Program implies the
need to revise its organizational location in the Avea of Yocutional and Techaical
Education. After analvzing the presceat structure ol Neighborhood Yeuth Corps
Program, its operational characteristics and the natuve of the Program, we
recommend that the Program be takén out of the Area of Vocational and Technical
Fducation. We sugg it locati g the Relghbarhood Youth Corps Programs with the

Scholarsidps Progean of the Department of Education.

SEECIAL PROCRANS

The Specinl Progeaws Uaill will veeoive additional work inputs as o ro-
sult of the exoonsion of it carvices Lo conver erempiary projoet s sroorted throush

ophor Taws,

1

Uo belivve that in ovder Lo 2ceoe on'ate this additionnd workload and
to progide a suireined Towsl of cperating effectivencss on sdditional posivion
shoald ba creatod b the Assistont Slvector’s level .4

The recomnended omranizaicional sieucty 0 Ver this nnlt s compesed of
the following poritiens:

Srocsran Bhroetor
CoAsnlskant Cropran Divectar - Projects for Disadvantaged

voviagant cuopram Director o Deojeats for 2 oadicapped

)

oAnndecant Program Divector - Meownlovy Projeats

RESFEARCH (00RNTE

) LIl

ERIC
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This Unit renders a wide speckrum of important services to the other
organizational units within the Area of Vocational and Technical Fducation. The
unit now reports directly to the Assistant Sceretary as a staff function.

HUe believe that the growing programs of Vocational-technical Education
will require an ever increasing level of the tvpe of scrvices rendered by this
unit. Bach type of service will bocem2 more important and will have more demand
as the Area of Vocational and Technical ducatica continues to expand. This in-
crease dn demand and scope will moke e aaaapeneuat of these sorvices Loer as-
iugly more 1ifficulr unloss the ocganizstion structuve for cenderiag these sorp-
vices ts well cquipped to handle future growih,  For this reason, wo rocommnend

the sevaraiicn of some ol the ser Toas preneatly within this unit into lisercce

stganlzatioaal cotitios whildd oo onipped Sromoa panagnability soelnt of
view,  The oronosed sorvice wnits chounld be Lobioet to rhe same crireria aet

forch in the development of the contral ocs czational strencture. Followiayg this
rationnatn we reeonroead Char the Tancctons oo counonsihibiiies of the Beaseoareh
Coovdnating it be dici ribared soon the Tet Toring offiees and pragrans of the

croboued or cowinacion,

Yocaticaa!l Reseaveh
o Curriontum Poveion ot

Doondoaaianad e o ner OV G ey e

Cosvarnavion of Teachor Tralning

Cenpdination of Hoaeareh Vogining

Information “o peme GVfiicoe:

L Compidl ot toun of Fdoest tonal Stattsticos
!

Q Divscminarion of Poscarch Inicrmat ton

ERIC

o Lo Matntenance of a Beccavch Library
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Vocational Guidance Program:

Fellow-up of Vocational-techuical Graduates,
The functions of Vocational Research and Curriculum Development were identified
with the Rescarch Coordinating Unit which under the proposed organization is
referred to as Vocational Resear:h and Curriculum Development. %We believe that
the functions of the propnsed Curriculum Development Unit includes tho actual
development of curricuium £or any vocational-technical program roquiring it. A
team of approximately fourteen (14) Curriculum Technicians should be established
under the supervision of the Unit's Administrator. This team will act as in-
cernal consulrants to the respactive programs ond with Lhe sporadic coeperation
of expert progran parsorncl at ceatral, rezienal avd local tevels will be able

1

i he Cunctiows and objectives

to cceomplislhh in a more offcctive and directed way, t

of the Corvicalnm Technieiaas now attached to iovidivaal programs.
The Collowias tabularion indicated rhe carrent distrcibution of
CooyConlun Tedhaietons eneng individiual preccam unlbs:

Tridnstotal Arts
frades and Tedustries
Veoot Lonal Apvicualrure

Nonn Feonemites

AR A ]

N

Tuanteess and O fien

“hieation 2
Listribution and

darkotiag 1

eluneaciona i aad Yoca-

flenal avdanee

LW ]

Poconreh Oropdinating

MLt 1

oo reotincnd Phe ostab Uishoent of the Curvienlun Tochnician toam with
Che same numbor of pesicions as now exists arong individual progrvis.  towaever,

wo helieve ihat further studies shonld be made on the coreutial offtetency of

O
[ERJ!: the curricuiam development function to ascertain whether personne! savings can
Pz e :
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ie effected through improved utilization of a central curriculum develepment
staff. Turther studies should be also conducted to determine the relationship
of the Curviculum Technician tecam at the central. level with the curriculum toecli-
nicians at the regional level.

This recommendation is in line with the general guidelines of the
office cf cducation as depicted in the organization structure of the Division of
Voeational and Technical Fducation, Bureau of Adult, Vocational and Technical
Education which was effective on November 1, 1970. oo trend shown by this ov-
ganization structure indicates the formation of technical core groups to service
the operating units.

FolTowing is the suggest.od distribution of tha prescoc position vithia

this Unit asong the proposed olfice nd programs:
Ponition No. ol

Position Title Funcl ion Clags Translar Lo
Sdue, Resch, TL Aewv . Director Vaeant L Yo, & Curel. Dew,
Coiril. Covid, Assl, Diveckor Trans., 1 Yoo, & Curris Pev,
Fdue, RBesch. T Training Coord. Trans., 1 Do fenss fratontng
Widue. Pesclv. T Stacistoes Coor. Trana. i Tulors S liems
Fdue. Reschy f Teans . L Vae. G Curri, dov.
Dduc. Resch, T i, Nesceh. Proj. Vaeand 1. Voco. Rescin, & Curcil. ey,
Cuvvi. Tech. Vo Ceord. Dsadv. Proj.  ‘Urans. 1 Voo, Rewch. & Curei. Dow,
Assl. vduc.

Qesearchey Varant L Voo, Guidanco Progoam

Asst. Bdue

Resaeary Trans, 2 Voe, Pesch, & Carvic Doy,
Mast. Edua, '

Riwearcher Disseminal ion Row., 1 Drotfessional Tratping
Stanist. LI Trans., 1 Professioant Tratning
Statist. TIT Teans . } Protessionad Tradntog
Sec. Persoaneld 2 Yoo, weaeh.oa Unvri, Dew,
il Personael 4 Fatormation Srotous

ERIC
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CENTRAL CLERICAL POOL

We recoinmend Lhe formation of a centralized clerical pool in the Office
Services Unit reporting to the Head of Admimistration.

The Central Clerical Pnol should be headed by a Supervisor.

The basic functions ol the central clerical pool arc:

1. Writing revorts and other correspondence that cannot be handled by
the individual programs. '

2, Previding temporary secretarial help when a srozram's secratary is
absent.

3. Filling permancat vacancies within the ALV.TLE.

Policies and procedures would be established to rvegnluate the kind of
reports sid other documents thal would be typed by the Central Clecical Pool,
Beporis that ean be weitisn by the seeretaries lowated ia the Peagrans: <hould
nei be wiven to i elericar pool. Tt is important Lhal a systen B feslemented
ro insure the propor and effective functioning of the ofvice.

The office o aleo be sed as Ltesporary secrebarial help to the

Prograns.  LE a soeretacy of a4 Program Dirvector or Amsistant Birector ig abacat

A seecetare from Che conteal peol can substituate her,

Iy

The Contral Clerieal Prol shaoulld be used as o rlacement source for
searvierial vaeancies within AJV.TLE,

The Coatral Clevieal Pool, can be a helplfol toel to prosram managomont,
LF oaead offeorieate o denaete ! doadlines ean beomet ancine 18 a4 acheduie of
work o b operiorscd by the elecieal pool s implerented aed followed. We also
Lodlewee Lhat LF che Contee!l Clerical Pool is in opervation a Mugnetic Tape
Soloatie tvpewritor (GU/3T) <hould be purchased or rented, I che ME/ST proves

to he offective to the clorical pool, sintlar typewriters could be added at a tater

date,
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The Centval Clerical Pool office is a service function for the dif-
ferent Programs of A.V.T.E., and should consist of approximately 18 secretaries.
The sccretaries should be drawn from the individual program units according to
the schodule shown below:

Currvent Transferrod

Secvetarics buing transferred:
Industceial Arts 3
Trades and Tndustrics 10
Vocational Tndustrial Fducation 7
Tochniecal Fducation 1
3
4

PNl =

!

Vocational Agriculture

Nome figonomics Fducation

Business Education 3
Distribulion and Marketing 2
Vocacional Cuidance 3
Special Prograns 2

N

e

OVERV T W

To improve the suncovi lon o7 L opers lons of thae voca' lon: programs,
cha Al svpeovisory stafl ausl hove adeguete Cime aad vesaureas o work with

wchors, indi, cdually and dn emall sroups, Squurvisnrs gre involved in sovenal
business managenent functicas such as peicing, orderiag, puvchasing, delivering,
cheeking teols, equipments; moacerials, and sapplics. Additional cime Lu devolted

to other administrativae duties such as ceports, plenning, public relations, and
communications, The aduinistrabtive duties cited ave a loqitimnie_functiou of
suparvision,  touever, the business manazoement dutics affect the efficiency of the
supervisory Ffunction. Yurtheriore, both the administrative and business wnenage-
ment duitin:s, deny the Supefvinory stafl theopportunity to funclion effectively

in working with teachers to improva the Vocal ‘enal Program.

To a lessar degree, the aforementioned applies also te the supervisors

of the acalemic programs.
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Considering these facts, we directed our efferts to constructing a

roglonal organization structure which would alleow the. regional supcervisors to

readdress themselves to the basic purpose

of supervision,

This was accomplished

by providing at a regional Llevel those support functions whichh we consider

essential to promote effective and ¢fficient supervision.

ASSTONMENT OF BASTC FUNCTIONS AND
BESCRIVITON OF PUSTEIONS

The Lollowing

r
b

organization structure. The

trataed on the [acing page.

Booional Div

he Resdional Diroctor s rospousible

impler aration uad Conl wf el \
AR 2] Lo 0.
G e L I B [FER
LoSEay oo Nuﬁiunnl Dicaclor

Toehotont dural fon

Codsmistant

2aional

shal Roplonal

Assistant fegional

ad Promoiton

'L'\‘ 3

Adminiscraston of

. Provide

hu
Ragion

. Develop the proliminary

varagraphs describe our vecommendations

RDivector b
Director of

Diccctor

Fire necessary resouroes

and implenentation of educat Tonal

sview qannd cevaluate the

recowniended regional organizatien chart is

on the regional

illus-

for the administration,
REGRRYAR] in iis Re
' ]
. reop Flo oL aroin

of Vocuticoal and

Acadonic Fducation

Administration

of Commuuitly Relations

boe Regional Diveetor's cesponsibilitios will include the

ghe Reglonal OfClce

for
PrOgrans

cducat icual needs of the

budgets Fur the Region

. Provide guidance and participate actively in the

formularion of lonwg and
plans

short-range educational

the dovelopwent

fol lowing:
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. Report progress achileved against objectives to the
Department level,

. Provide the initiative for changes in the Vocational
Education Curriculun,

o Researvch and develop possible changes in curriculum
for those acadomic programs [or which those activities
have been delegated to the Region.

. Coordin:ite information and promotion ofiorts with the
Publtic Relations Office at Department lovel and with
the Inireraseney Relations and Promotion Head at the
AV Lavel,

. Recommond type and (requency of professloual
training programs.

«itvaluate porformance of those reporiog Lo the Roepyilonal
Divecter,

Al Niwel T Vo vien b oand
l_i._(—)'..l X o L
T Aewiztons Root ol B S T VT S TN e vl L Bdeore Do
roesseasible fov the imiaiscie s oo, Inn T ooaantar concre b of alil
ot beahod cal cdueation pregrars eocenting Cithia his Boafon, o He
directde to the 2ericaal Divockor,
Ponorting o bimowi LU be ithe Coneral Rogional Snpcvvisovs, aad the

Covvdinators,
L 4
This Assistont Pegional Divactor will have the (ollowing fractions:
. . . - ,.. N m - . -
» Saporvision of all the Gonneal Supervisocs and Indusvry
Coordinators of Vooabilonal :lucatien in his Reglon.
. Cooardinaeion with Program Dircetors Foe ihe implowentatien
of the programs,
. Courdiantion of the effective intey-administrative unit
funetioning,

tant. Reprionail Dicector of Adlwministration

The Assistant Begional Divector of Administration will be respopsible

for administrative mattaers at vegienal Jovel such as personnel, PLITCIAS QS
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budget, statistics, supplies, maintenance of facilities and equipment and office
services. He will report directly to the PRegional Director.
The Aggistant Regional Director of Administvation will have the

following principal duties:
. Divect and expedite processing of personncl matters
such as appointments, vacancies, absences, transfers,
reassionments, certifications, scholavships, erc.

. GCoordinate and recommend rental of facilities, ex-
paasicn and remedeling of Facilitics and constructic.a
of sschools.,

. Suporvize oayieent of rents, purcha: 2s of cquipment

and nvooalies, procassiug of bids ani supply conlracis.

s T avadiiabiliee gl cnilizouion of office

o oo aach as seovetarcial help, copving cevvices,

iy ot \

Novolee oni of b sanpol ':713-@"3'(}_{ for the Rn.“iOﬂ'S
Veent oot T e s , in eleo ecocrdination
the Sosdstacs Pesional Digeccoer for Vecatioual aud

Poenmieal Fduceaiton,

, Purchanes, owdntonanse ond contractual secvices

Unit
. Offico savvieas and Porseanel Unit

A

Ceordinavor of Cor Relations and Premolion

The Coordinater of Comuunity Relatioas and Fromotior will report
divectly o the Regional Divector. His basic funclion will be to assist the
Regional Divoeror dn ol wmattecs pertainiag to the Depavtment's velatlons and
cemaunLeations with the Region's communily,

The Coardivaror of Commumity Eelaiilons and Prometion will have the

Following veuponsibilities:

ERIC

Aruitoxt provided by Eic:
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. Promotes, through special programs and the uwass
media, the activities and services provided by the
Region's programs.

Coordinates the publishing of all periodic publica-
tions ab the regional level.

. Coordinates the release of educational information
throughout the Region. -

. Boviews and ev ' oaves e commun tv velations
setivities of + o Ragico;:,
-

5. Begional Coneral Suv 0 visors

The scope of our revice s licitved to tie upper echelon admi istyati-:

posit s within the Vecariona’ ar ! Teehniecal ¥ oeeoiom Program.  Accorslingly, o

dat7 7 b e tesis wor o om L Shn Caae o S s v Ty caverage ettt Teney
e o catnabins e T Coon s me adeanately sunoerviaed

or e aamiher of schoeols or dislvicts vhich can be covered elfectively,

“Howover, cur ob orvatioos indiczato rhat this oaalysis s essontial as

part of an ovzrall offore co fmoavove supervisewy affoctivoness. A stavt tovands
chin vondd boromade be rha apnoinioont of q Asuictont Boalonal Divocter of

1

izt on,

VooentUianal and Tenluyiend
cherofors, rocorcead that furthor stedics boe conducted ©o asceoclaln

b

tha proper mis of toachers, tevrivorics, and supervisors,

The e of Feanaitean In»r\:r\nl'u'l] Fa sraff dmoorlant moanneenent or rech-
nical positions provides a coanveniont shovi-tenn measuire to augrment a Unit's man-
power Ln order to meet increcsed responsibilicies and worckload. However, due Lo
the lacs of continuity, additicnal Crainiog Cime ound cxpense, and high turnover

which are inherent n this wmethed, we belicve that its- use should not be extensive.
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Wo recommend that, for personunel requirements that ave identified as

1

conti.rmir{g, the positions be classified and proposed in the budget as permancnt
from "its inception.

e undecstand thao in the past this has  cen a difficult and many times
unsuccessful process; however, we believe that under o functionally-defined
arpanizational structure suc. as that which is propood in the preceding scctions,
phe dustificetion of bud

et voquirewent. for adidivioon] permancnt positions will

poomueh pove factual o and wi 1 chieve o igcher legroe BN ERE I

I

e ALVLUT.E, offers a vide raage of cducational scovicos and techinienal
training couvses to a stwloat popalation with diffevent ages, educaticnal and
soctal backgreunds. Thene sarviecos and training ave offorad throunh a numbar of

peageams superviaad by the Reaional Supervivors assicned te the oducational Rozioas.

Phn Saperoisoes @ hweona tha py i the o conteal lovel that o laos aned o controly
Lho procrams and the toachors seaticred thirough several hundred schools whoroe thie
cotcse s ace bedog offeosds The supervision of rhe different peepiuns of Poied
veauivos Suporvisons with a vaviety of skills oond backgrounds,  The result is a

continunus apd increasicg peed for Genaeral Supcrvisors at the regioeal level,

The advantoses of rthe curreat approach are twofold:

T, Poowider the fosiens oith Sepoviicor: that bawe an in-deoth loney—

die of the Program,

2. Satisfics the imaedizte necds of the Program.

The dizadvantages are the followling:

1
1

1. The nuebere of Supervisors vequicements increascs by six cvery tiowe
that o new program s being tmplementod.

ERIC
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2, The time of the Supervisors is not maximized. A large percentage
of liis time is traveling time that could be maximized by increasing the number
of teachers visited per achools,

We are, therefore, recommending to set up a training program for General
Supervisors to nmable them to supervise similar programs within theiv Regions,
This traiviag program could be organized by the 0ffice of Professional Training
recomnended in the proposed organization structure,

T rbain 17 0 aciens in a train.ng program of this nature,
1

therefore, it should be carafully planned and preceded by a study of the tvpes

of programs that could be cffectively supervised by one Supervisor.
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V - PLANNLING AND BUDCETTNG

The effcctive uiilization of the resources of the Area of Vocal.'.i.omjll
and Teehnical Education depends to a large degren on the quatity of the plan-
ning and budgoting proceduarces used in the allocation of its human, (inancial
and physical resources. This section of the report includes A description of
the curreat planning and budgeting afforts, an evaluation of these etforts and

reconmendatives for improvement.

RLLTEON 01 ULANNING

PROIEOURLES

crts ore being conducted by the Planniug and
Fanenrional Poevoloproni Yait, a usit organised in 1768 to wonaolidoin Lhe

sloaaing Dei oo of voentional ;f'v.h:c:’.[:i')n.

Ve
b Pl .
P ol lowtny o By the

1. Ponpio Dico Ulan foc Yeeational and Toechatcal Fduaation ondoe the

by oof 1958, (his Plan, lssued in June, 1970,

L Mdminiseeabive Provisions

ohensive ploaning effeort is a Fooer-veor Plan Vo
lueation, 1972-75. This Plan had not bucn reloased
as ol thoe date of swvitiang this Report.

Voenttonal aed Techniceal

o T poln oo

vy Plamninge

fhe most important plasning effort cavried out on a repular basis

i the prepavation of the Ammual Plan. A deseription of the procedures

ERIC
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involved in the preparation of the annual budget and an evaluation of thesc

procedures are presented in subsequent pavagraphs of this section,
EVALUATTON OF PLANNING
The planning cfforts of the A.V.L.E. vere analyzed in terms of the
following criteria:
1. Comprchensive naturve of the plomning effort
2. Relationship of plans to goals snd objectives
3. Systematic approach: evaluation of results against ohjectives
4, Adequacy of Lhe information available upon which plans may be
basad. '
5. Fraquoney of the plan revision
6. Plaaning procedures
1
(), Comprobanaiveness
y
: Comprobansive planniag considers the allocatieon of bl rosonraes
@ davailante o ALVLTLE,, the inrersction resulting among the vavious adninisira-

Fivo units a9 a rosuli of cortain deeisions and che allocation of rosources

g alter tho establishmont of.&AKT.H.LHioriihxh

The established practices for obtaining fedeval funds da not lead o

A full alt-inclusive plaaning. fihe plasning effort is geared to programs and

] proposals preparation.  This is Jue to the federal funding process of most

proarams that vequire thin preparatios of proposals For programs and subprograms,

Each program teoads teo become an independent auit from a rlanning point of viow,

iyt

Since current planning is donn on 2 program basis, under current conditions of
personnel shortage and Cime pressures, there is little opportunity for

analysis of program coordination.

ERIC

Aruitoxt provided by Eic:
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Currently, the planning uvait has to work under conditions that are
not conducive to a comprchensive plinning effort. The ivfommation received
[rom Program Directors is not complete; the large volume of planning output
requived and the pressure of mecting deadlines is further aggravated with the
additional duties of preparing progress reports for different programs, We
recomimend to strengthen this unit to improve the all-inclusive planﬂing at
central ievel and cbtain an overall ecoovdination of all programs in order to

ostablish a list of program priorities wichin the A.V.T.E.

w13 and
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program pLans

4
73

progared by thotAVVUT.O0 0 The overall statoment of goals and objectives was

Telear, Booswer, bhe o gmissniVication of theso ebjectives as a hasis for cesonvee

allocntion whonld toe steeastheoned,

1

oy envios Doabosted that coviain Proveas Directors had woll davel-

oped plans cith aerivilicg divectly relaved to tha obijectives.  Tn other

fancos, chae ralab

et io ol the cetivities slesceriboed te overall propram

.
1Y

)

onjuctives could be srvenstheand,

The planning and budgetios Tunction at Program Dirvector lovel

tonal Supervisor should have greater participa-

should be reorganized.  The Rogi

tlon in eho nleandiag A ohudeoting neceans . AL sho aome time they should

recoive sipnei fie inscructions on the type of dofornation, the degree of detail
vequired aud thoe presentation format ol that data.

In another section wve are cxplainiag our understanding of what
shouild be an integratad planuing and bdgeting ofifort.  We are indicating at

this point that it is difficult to accomplish objectives 1L the differant

activities involved do net carry tavget dates. The interaction of the scveral
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organizational units cannot be properly organized unless there are spocific
target dates and the management of each administrative unit works towards those
dates.

The AV.T.E. goals and objectives are defined in broad terms such as
"nrovida opportunity. of technical nnd vocational education to sccondary level

' that can-

students’ or "lucrecase the occupational cowpetence of emploved adults'
not be quantified in tewis of progross ov growth.  The objectives ¢ thesce
programs involve the acquiring of skills or chaunging of atticudes that ave dif-
ficult to measure to dotermine the Program's results, Dilficult as they ave,
neial and hwan resources avai

tha Linitation of the f Lable, the necessity

ol

selecting che tyen of prosvams and the geogeaphical aveas where thelr

'
o =

soi T ed, vequires the adopition for AVULLE.D of a wmorco

s iat, prazrncs measurenone and evaluabtlon tachainues,

Curvontly, Phese reguices s need Dnrther iontearation into the managewent of

The SV E. plaaniar efffovns include the prepavation of thae Four-
yanr Plan and the darual Plaa,

Tho asoreach ko its preporation is somchow systematile. Tach Frogeam
Digector pranatos his hodget and ':;ubn.'_i L it Lo the ‘L’l:mni.n}; and Educational
Dovolopimmt Unit, This Unic provides a wide vange of asaistance te the Progran

Divecros:, and in come instoeses, this aggistance amounts Lo whe prepavatilon
of the budgoet,
To impiove the plinning Functions and o better cvieloate the tesults

ol a OQue-yoar Ploan agninst objectives, there is a need to state objectives more

cleariy which can be measured within a Cime period.

RIC
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(d) Availability of Management
{nformation

Planning decisions should be based on adequate information. This
means that the inlformation must be available in a format ready For analysis and
decision making. A.V.T.E. is continuously experiencing a lack of information
feodback from the educational regions. The lack of statistical information on
the courses being given and on the vegional needs hinders the plamming process
at central lovel,

Our study leads us to the conclusion that the information available

for formal planning should be imprvoved in terms of accuracy and timeliness.

The Fouv-vear @len Is not vevised or adjusted annually., Since this
prograr Ls oveed on oo basis fer the preparation of the Annaal Plan, disceopancies

way oecur dee to o chenges io progras cnphasis not foreecasted in the Four-year

2lan Tha vovision of the Foar-vear Plan sheudd be fmplementaed on an sounal

yive Procoduros

Covvencly ) the Plianing and Vocational Dewelopment Unit is in chavge
ol the planaing offorrs, This Unic distribuites to cach Promram Divector
suide ro prepare the Annual Ulan., The boad of the unit then assists some
Prosyvan Bivectors owd praciically preoares the Plan for others. We belicve
thai the Progran Divacrors should be given soee specific gaildelines and orion-
Fation cn the proparation of the Ananal Plang however, actnal preparation of
the Blan shovld oo the ceapenvibi ity ol the Peojram Director.  The Plainiug
Unit should rhen coovdinate and consolidate these plans and wake an overall

avialustion of resonrces aud priovitios,



VI

VI - BUDCETING PROCEDURES

The preparation of the budget for the Area of Vocaticenal and Technical
Education consists of the following two clements:
. Foderal Budget

. Commonwealth Budget

TEDERAL BUDGET

The preparation of the Federal budget for the aext fiscal yeac usually

hegins tu Juanuary or February of the current fiscal year., The procedure is co-

ordinatad hy the Planing and Dlucstiona? Development Unit.  Thiz Univ distrib-

utes to fha Progrow Dlivectovs preliminavy daca bazad on the Vive-veare Plan, the

i

hudgot of Ui differad programs s then consolidated and reviewed by the
Mieictont Divaetoe of Mpinictration and finally subunitted to Vashiogton before

Juaer 30 of the curvend Fiseal voar,

CoTONY pere Gy L

The preparation ol this budeet requices a loager lead vime, For
Prcvanes, the budest for Che Cisenl year 197273 @il be subwitied Lo the
Scovetary of Fdrcation and the OYicn of Management and Buadogot before
Soweabern I, 19700 vhe Bodeei Cnidt booins its preparation around tacch, 1971

R - e o "

LA 1S S I o ST el Doaenars,

PUALEATTON o BUDCEY

IR LM DR F1F1 FROR

(a) 1o w;ﬂ!)-thl‘l‘j for
’l'Jl‘l .

The head of the Budmet Unit rvepores to the Assistant Dircctor of

) . . " . . . . )
F ic Adninistration, This Unit provides tochnicnl assistance to rhe Propron

Bircctors vho ave responsible For the preparation of the budgets.  The Unilt 1a
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also resr for the overall coordination of the final budget for rhe Avea
of Vocat A Technical Fducation. The Unit is assisted by the Assistant
Di.vector of Administration. Other top personnel review and make adjustments
to the final budget. We recommend that the vesponsibility and the roles playoed

by the various parties in the preparation of the budget be more clearly stated,

(b) Datermination of Mecds

Tn most instances, budget requasts crigioate from Program Directors

located at thae central administration level., Gencerally, input is not veceived

From the Rezional General Supervisors where the progroms are condacted.  With

moent of che cocommoadad wosition of istont Director of

-1 P P
tho coavabtl

Voent Lonal and tochoisal Fducaticn et the razional level more paccicipation

Fren the Goneral Supervisors will be obtained.

(o) Mpdoet Veormal

The buwdneir Toveat inctedos o Tine dren Deononcallion fov b

N .
i

e T O
Budpoary aecounis with provisions For the aceunudnation of expanditere tobals
by stndeabs e athev progeam groanping, Tharoe is aleo intormotion on rh: actual
seonnk of the poloc el curcent )-'l",';'x\:s;' ravenues and cxpenditures.

Veoreeoaiend che iuclusion off a ranning tabla or other starisicical

1
]

Dlicator shoving Lha nunber of approved badseting positions for eqxeh salacy

)
>

ound.

d) Budpel Review moceeduces

Chonges 1o Federal prants and progvam voegudremonts bring akount the

vowd Foe 2 vevinton in the annual opevating budgat. These changes are nol
reflected ia the budget., e recomsand to sol up 2 gystematic review provess

hreough which cach reserve and expenditure iDtem in the buduet is analyred and

adjustod to acknowledsse those changes,
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RECOMMENDED  |MPROVEMENTS

planning aud budgeting functions are closely related activitios.
The AVLTLLEL should develop an integrated planning and budgeting system basad
upon clearly stated goals and objectives that should provide the following:
. '.Lda-'zntiJi:J'.cation of wvocational education needs
A mulei-yoar Finaneial plan

. Development of & program structure Lo satisfy
the planned needs,

Doevelopment of a4 hierarchy of programs

Neve lopment of wmeasursble activities within

vich pragram.,

Allocation of #l1 the resources avallable to the

ANVUTUED (personnel, [anncial, facilities, cte.).

. Ceordination of tha integration belween difforent

procrans ond othor government agoned

ok AU prostams.,

The development of A sysien with theso eriteria wvall iaprove the cur-
rent plasaing procadures, facltitocing the dealsion making procoss for the
alloeation of resoucess. The gystam w111

o Qrepgand e ALYUUUHL cpovations in terms of objeackives

fnato ihe cost of these activities withic time poviodls

i
I3

o Relace aerivivios aad thelr costs to the cutputs
Speei fie chavnctaristics of the integeated planming and budgetioy

syston are digcussed in Apvendix A,
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VLT - SYSTEMS AND PROCIEDURES

Gur review of the organization structure shows certain systems and
procedures that could be improved to increase the administrative efficiency of
the A.V.1T.E. This section of the repovt is devoted to recommendations for

systems ond procedures improvement,

STATISTICAL SERVICES

The A.V.ULLE, statistical requivements are heavy and varied. Two

intermal units in the AVVUT.VE. request statistical information. The Planning

and Dducational Develepment it veceives data from School Superirtendenls

and Rogional Dipnctovrs. 7This data is doplicated to a large axtent in the

veporls cont to ithe Research snd Currviculiea Develonment Unit (R.C., Unit) by the
Program Divecteors, ‘Lhiis is basically the same information roewerked in diffcrent
lorms,

Tha Vianoiog cad Udueairional Pevelopment Unit uses the information re-
colvedd For the prepavation of (he Pour- yeace Plan and the progroas ].‘L?;JO].‘i'.S. The
Pogaenrceh anad Guerionlws Doveloppent Cnit uses tha diadormation fo Follill the
repovting voquiremoats of the U.s, Depavteent of Hducation.  Dvogram Diroctors
indicated that the adpinistraticn burden of the megions iy duplicated by svhuic-
ting the «mwe data on difforcat Yorms.  Soie Program Directors indicated that
the statistical foformacion producad by tho R, €. Undt is not veadily usable
by the Frosram Divocrors,

The problem has boen agpravaced lately by vew U.S. regional rveporting
requitoments,  The ALV, |\A’!|.L!:1;;,s; now Lo the Bastern District tepion witch
difrorent statistical roquirvaments,

Ve recowmmend that a veview ef the overall statistical amd reporting

requiremcnts be caveicd out., A basic all=inclusive input form should be
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preparced and this information processed through a computer to generate all the
different reports vequired internally by the A.V.T.T. and the U.S. Departwent of

Fducation.
PURCHASES

(a) Uindings

Curvent purchases procedures do not satisfy the AV.T. I, needs. ‘'the

AV.T.E. works in a dynamic envirvonment where the lead time between the request
for vraiuning necds tor a new factery and setting up of a training course could

Le less thzn four months. Within that time the A.V,T.E. has to prepare & pro-

pogsal, Jevelop the curciceulua, appoin: che teachers, obtein course waterials,

classroen and equipoenl facilities. Corrent purchases procedurss Lake oo much

Ctime betwoen the roquisition and reception of the purchase.

o
i

e surchasing fPunction of the A.V.T.ﬁ. has been taken over by the
Dapartwent o Fdueation - the Purchase Dopaviment; remains essontially a
centralizod ordec processing activity. Functloas such as vend - lection,
price coopnrisons and acceepiones of gqueltations awe centralized.

Oue review indientod

.1
i

the Following problen areas:

cDelave in the peception of necchandise.

. The contealizatioa of the Porchase Deparviment did
ot rolieve the AV.UT.E. of 2l purehasiog proce-
dures.  Howowor, all puvchosing porvsonnel was
Crons ferrad to the centratl level Purchase
Dopovimont,  as o resoll, AVUTE. had to hive ad-
ditional porsonnel to carry out caercain purchasing
Fonetions . In the cose of Industrial Arts, the
Program Divector has hived oo purchase clerk to

orocess purchoases . Tha AVVUTUEL has problems ia
whal soparveatly is on. inadequate fol Llow-up on
prcchase ovdere outstanding for an extended perviod.
During the course of our study we did not review
the wperations ol the central level Purchase
Department , noverthelass, we were made avave of

Q svyatenatic eflorts to vreview lists of outstanding

E;mié; surchase orders for the pmpose of cancelling those

witieho ape innative,
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. Delayvs in the payments of invoices. The veason forv
this delay lies apparently in the practic  followed
by the central level Purchase Depart. oL a3
an invoice until all the supporting documents are
pathered.  Tthe problewm heve appears to ve the delay
in getting together all thesce documents that have
te be processed tlirough a large number of communidca-
tion channels.

14
2

. Purchases of equipment require too many approvials.
The practice of requesting signature afteyr signature
of officers in cousecutively higher levels does not

necessarlily streagthen the internal contvols of the
system,  For instance, from a praectical standpoint,

a Program Dircctor approves a purchase order if the
docunient has been signed by the Schoel Director and
the District Supevintendent.

sional supervisors

tvery ddates; ihare

net being infoveed of

a lack of information on

status of U purchass ondar.

The Taros inerioens in o noohor of sroorars aad volumo

of vperations has vesultod 1 a covranpaadin

3G

so ot the volum: of puorchases.  Parchaszes have
a I

jov task within tha Roeional Coneral

sov's Tunat Lon.

anyg

(h) Reaemopdat

tia

Cugevent purchase preocodures raduce the effectiveness of the educa-
Elonal bask oand have a domovalizing offact upon the personnel dn chavge of run-

]

niag Lho prosgons. e proccdures should be reviewed to speoed up the purchasing

r
dedbicsry crela,

e ngh~d up the current systew Lt will be necessary to:

1. Nueduce the number of approvals

2. Decontralize the purahases

We cecommend to reduce the approvals required foe the punchasse ovders
and Lo tie-in whis proceus with the budget eycle. That is, the annuald budget
should allocate an awount for capital uxpend{turus for cach rvegion. The ap-
provals for thore budgeted capital cspeaditures should be granted at the

rogtoanl Tevel.
O
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The decvnﬁrulization of purchases will then be effective in two ways:
. Purchase opproval by Regional Director
. Pur-hases made locally

The decentralizat ‘vn of purchases has soveral advantages and will

eliminate several prhlems and delays:

1. Deliveriv; from central level would bhe reduced to a minimum.

g%

. Bepailrs and maintenance of equipment could be made locally.
3. Payme. o5 to the suppliers could be speeded up.
4. There would bo a wore divect control over the equipment purchases.

curams would be Limroved sinca
Lo )

control the delivory of the

Durchases oo the SOVUTOY. e avoorcus and varied, Lhis volune of
activivies has erectod o5 i leated bolore, a burden for the Cencral Suparvicers

v

Tho Goeanteralizacioa of the vsten, thavlove ) ean be igolermontod only 41 our

P are ot lowad.  We ave reeois

sding the

rovrganiaatior of (he rogiog Pooflfice with the adgditcion of an assistant Regional

NDivoetes o7 Adnini<tral fon,
inis Rocieond Die o i1l he avedisted by oa purchase clerk that

srcchasioe Doaalions,

GLLD male oo the

RYT M RERORTS

Ny study did not - obasize this o sa, bewever, duaring our vewviowy,

Phoped coaouzb o dbeaee o coommeind L reduction and simplification of
doite Corms Lol report L Facr o oream tensd to develop cmd design thedr own foras.
Thaes, wh Le solving 0 vvapenae o onds, focation of data could be gencrated

d the other ond,

ERIC
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The individual progrvam design of new forms and reports generates a
time consuming process of gathering data among those teachers and General
Supervisors involved., It is ilwportant, therefore, to concentrate the dc;ign
activity wnder the supervision of a Systems and Procedures Unit.

We arce recommending in the organization structure, the creation of a
Systems and Proceduraes Unit, respensible for the approval and design of all
forms rvegquirad by the AV.T,E, One of the [first tasks of this Unit should be
to make an inventory and study on the ueed and frequency of cach form and report.
The study should attempt to miniwize the number of forms and te combine some of
thenr e reduce dunlication of wiforts., ‘This Unit will then act as an ovevseor

for tho ALVLUTLWEL wich vepacds to forms control. They will cambine the ovarall

Informition vesuicemant of the AJVUT L ED with the individual necds of tha

’

Progyrans Diveclor,

.

PROPOZ M, PREPARATLON

Thea prapacation of preopenals is a cumbarsoma task that requives nel

1

anly quick actlon bat aldo defal b abtestion te Legal elauses.
Caurreutly, the proposais sre beins prepaved with differvent degrees of
"

invalveimsnt by Pearcam Directrors, the Plasning ond Sducaticnal Bevalopsont Unit

N

and the NDiveccor ol Adeinistration,

To sioplily the precodure aud Fo reduce the aumber of exccubives
invelved in dts preparcation and rvevision, we recommend the preparation of medel
propoasals ard cheek tists.

Wo are oware that thewe are contionuous changes in speelficatlons and
requicements,  der crtheleoss, there are enoush basie clauses of a repetitive

natuce to accerue Laber savines benpelits and to increase the adherence to legal

requite itz by standardixing this proceduve,

ERIC
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Procedurces curre

mattevs do not. adequately

Technical Education Arvea.

APPOINTHENTS

(=) Findings

Qur reviacy indic

time—-cousimiag, Nurervous

be added to a eandidate's

L . N [
adminisoracive channals,

appear to follow Uhe

l-i? A ¢, «.\]x‘d Al

ticn, he appoinlmenl proc

s

VIT-6

ntly in use lor processing of personnel related

fulfill the requirements of the Vocational and

ates that the pcr"(mn el appointments procedure is

approvals 1:(.:(:«',\;\11'«311(‘111t‘i.ons md endorsements have Lo

docnmontation an it is vouted through the "proper

Fuli~time and pact-time teachov appointmeots

l"-" "l"""ll o,

nresosed for more than one pavk-time teaching posi-

edure iy popeated as many btimas as the number of k-

P

Pl vocicions aprrovad, N Peachior contraciad Tor throe part-tine conyses
geactates Lhroe dUifevent apsointsients,

Te was Creouently indiectod to wa during our veview that appointoent
processing [resqueni 1y Eook vp 0 two sonths . $his delay cawses aign pfieant
Aifficuliios in the oreanization of courues that Jdepend on contracts with othew
governmn b agencies (such as the Manpewer Dovelopment and Training = MDVTLAL -

SYe RIS SAALE sl b

sonbraoted

Dur to the iong

the toachors are roeynited

I3 m\!»,nrl-;:mnl- o 1,.’-7‘5)07').

Toad time roauicad for M. 1.4, teacher appoinbments,

Loy, heloro Voopuaning date,. LD courses

arc, Foy any reason, cancelled shovtdy hetoue atacting, the toscher’s conbract
with M.DVTVA. has Lo be cancellad,  This sesults in undue hardsiip te tie

teacher and leost ailfurt fo

O
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roall perscnonal involved in the appointment process.
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Tt was also determined that thewve is ravely any feedback of informa-

tion to the wit originating the appointment of the teacher,

(b) Recomwmendations

To siwplify the appointment process, to reduce its cycle time, and to

ia

Amprove the fendback of information we vecommend the following schedule of

approvals:

NONTEACHING PERSONMIEL

] Approving Levels
Pistrict Pro- Dir. of Scc. of
Position Superin- Reg., Zram Tnstroc- Asst. Scc. Educa-

€

Appointod tendent  Div,  Div, tion AVLTLL, ~tion

Coondinator K< K4 X
General Supevvisor X x b
Schwoel Nivector X x x X
Assistant Rog, Dii, x X X x
P Dirocior X X

Provram Statf X X

TEACHING PERSORNEL

and Techni

Education)

Approving Lovals

Digtrict
Pogition Supevin-  Regional Program Bivector of Asst. BSoc,
Appolnted tomdent Divoctor Dirccteor ructicn AVTR,
Repular Toacher X X x X X
Part—time Teacher X % X

{(a) Findings
Part-time teachers are not included 1o the regulsir payroll system.
They prepave time sheets which are vouted through the noymal administrative

channels to the central level Finmee Office.
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The number of signatures required on time sheets varies depending on
the program and type of course, but usually the following signature blocks are
provided:

Employee rendering the service
School Difector

. District Superintendent

. Regional Ceneral Supervisor

. Pregram Director

The central level Finance Office has indicated to us that the only
signatures required for fiscal purposes are those of the employee rendering the
service and of the supervisor certifying that the services were rendered.

These unnecessary control steps delay the processing of time reports

. by requiring routing through more offices and restriciing rapid feedback for

l correction of errors.

(b) Recommendations

§ o aioms

We recommend the revision of the system of payments to part-time
teachers incorporating the elimination of all approvals not required for fiscal
control and the streamlining of the feedback of information to allow prompt

correction of errors and minimize delay in processing.

POLICY AND PROCEDURES MANUAL

A procedure set forth in detail, step by step, is the best guide to
operating personnel in the accomplishmernt of their tasks. The administrative

procedures of the A.V.T.E. would benefit from an overall Policy and Procedures

Manual.

'El{lC
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During the course of our review, we found that certain Program
Directors had prepared their own Policy and Procedures Manual. Programs such as
Distribution and Marketing, Neighborhood Youth Corps, Industries and Arts,
Manpower Development and Training Act, etc., had different types of manuals.
These manuals differed in their format, subjects covered and the detail of the
procedures described.

The Poliey and Procedures Manual is a necessary fool to train new
employees to standardize procedures, to speed up administrative practices, to
minimize administrative supervision and guidance and to facilitate the delega-
tion of authority.

Thé preparation of the Policy and Procedures Manual is the responsi-
bility of the Systems and Procedures Unit. This Unit should set up the basic
guidelines and write up the procedures with the information received from each

administrative unit and Program Director.

COMMUNICATIONS

One of the broblems faced by personnel, especially at the regional
level, lies in the communications area. In most cases the A.V.T.E. follows the
practice of sending correspondence through all the levels of supervision until
it reaches the intended recipient.

This practice, coupled with the large volume of mail being processed
daily, creates "bottlenecks" in certain areas, lost mail and delays.

We recommend to change this practice and have the mail sent directly
to the intended receiver, the employee that has to be informed or whose action
is required. This practice will not preclude the mailing of information copies

to the different management levels.

O
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The Systems and Procecuiv- Unit should conduct a study on the current
mail distribution system. T:: " *1dy should cover the following areas:

1. More intansive use of addressograph plates and mailing distribution
procedures for circular notes,

2. Study of the number of information copies required for routine and
nonroutine matters.

3. Possibility of date-stamping the correspondence.

PREREGISTRATION

Under the current personnel resources certain General Supervisors have
to cover a large number of schools and teachers. They cannot devote their full
attention to each course, This problem, combined with the different degrce of
attention and support given by school principals and teachers to the vocational
education programs, result in low attendance and lack of interest iﬁ certain
courses.

To increase the attendance to these courses and to insure a better
course information coverage to ﬁotential students, we recommend to set up a
preregistration program for vocational courses.

Preregistration procedures should begin approximately two months
before the courses starting date. The following are some of the basic
activities that a well-developed preregistration system should have:

1. Design and printing of bulletin notes and posters to be prepared
in coordination with the Public Relations Unit.

2., Distribution of bulletin notes and posters to all schdols to have
them affixed to bulletin boards. This should be done two months before begin-
ning date.

3. Presentation of course outline and distribu:ien of course
literature and application forms. Approximately one month before beginning
date.

4. Mailing of package information to registered students. Approx=
imately 15 days before beginning date indicating: classroom, course hours,
etc,

ERIC
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INFORMATION SYSTEM

The need for more sophisticated management information system is being
given a great decal of attention in government agencies. Some of the elements of
program budgeting or, as it is now mora commonly referred to, Program Planning
and Budgeting System are being implemented by the A.V.T.E.; among those we may
list planning and budgeting. Other elements such as information and reporting
systems, program control and evaluation should be reorganized to achieve better

management control.

The A.V.T.E. faces a unique challenge within the educational system,

of working in a dynamic and changing environment. New skills are continuously
required as a result of technological developments and new industries arriving

to Puerto Rico.

To satisfy those needs, the A.V.T.E. has been structured in ten
Operational Program Units. The special problem facing the A.V.T.E. lies in the
different activities carried out and type of vocational students being trained.
An effective information and reporting system required that each Operatiounal
Program be planned, programmed, budgefted and controlled as a separate entity.
For cach program and for each activity within the program, a Program Director
should have full authority and responsibility for planning and controlling the
operations, and in addition, he can be held accountable for the effective and
efficient achievement of the program targets. The A.V.T.E. should design an
improved information system to measure performance and to provide input to the
planning procedures.

Effective utilization of an integrated planning and budgeting system
depends, to some extent, ﬁpon'the availability of information for purposes of
decision making. We believe that to properly evaluate and analyze its program
needs, the A.V.T.E. would need information within the following six major

categories:
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Student statistics
Program information

Personnel assignments
Facilities usage
. Fiscal data

Regional profile data
A centralized planning and budgeting staff should be established by
the A.V.T.E. The centralized staff would have responsibilities for:

Providing the staff work necessary for the formula-
tion of an annual operating budget.

Assisting in the design of the integrated planning
and budgeting system described above.

Providing staff service in use of the new system,
i.e., implementing the process, ccllecting informa-
tion, summarizing and analyzing data, and recom-
mending approaches.

. Establishing a time sequence for the process and
assuring that it is followed.

Planning and conducting in-service training in the
use of the integrated planning and budgeting system.

CONTROL OF OPERATIONS

Currently, the control of the operations at the Program Director level
is exercised through the Weekly Activity Report, Program Evaluation Repgrts and
Semester Reports.

Weekly Activity Reports are basically narrative descriptions of visits
made by Program Staff to the field, opening of new courses and other items
oriented towards a public relations or press release type of information.

Staff meetings are effective when used in conjunction with an estab-
lished progress reporting system. Periodic progress reports would point out
specific situations in need of management action to be taken up in discussion

@ at the meeting. The meeting would serve to develop an action plan to correct

ERIC
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the situation and the reporting -ystem would then furnish the feedback or the
implementation of thét action pl ..

Program Evaluation Reports and SemeSter Reports are more management-—
oriented than the Activity Reports; however, due to the low frequency of their
preparation, the lack of standardization and the absence of measurement against
specific milestones in a preestablished plan, their value as a management tool
is significantly decreased.

An effective information system provides the tools for programs control
and evaluation. Program Directors should be able to analyze and cvaluate actual
operations to determine whether or not oberational plans were achieved in rala-
tion to overall objectives.

Each Program Director should review the results of the activities with
his Regional Ceneral Supervisor. This monthly raview will be directed to
analyze the result of the operations against budget instecad of the current
monthly mecting wﬁerc all the General Supervisors get together.

The information system requires an effective program b;dgetiug system,
We have discussed planning and budgeting in another section of this report.
Hovever, we shiould indicate here that one of the major problems faciuyg the
A.V.T.E. is the lack of information from the educational regions. Without
statistical data on enrollment, drop—-out rates, absenteeism and educational
needs it is very difficult to prepare a budget or to produce monthly reports
of operations. Our review indicates that some of the major problems facing
the A.V.T.E. to obtain information are the following:

1. Teachers do not send the information required due to a combination
of reasons, among them: low motivation, lack of interest on the part of the
School Principal, etc.:

2. The channels of communication used create delays in the informa-

tion sent to the control level. The correspondence goes through the School
Principal, District Superintendent and Regional Director before reaching

the Program Supervisor.

-t
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3. The Regional General Supervisor has a combination of problems that
add directly or indiréctly to the lack of information.

. Span of control too wide. Certain supervisors have
to cover a larger number of schools.

. Supervisors have too many administrative tasks
that cut down their direct supervision time.

. School principals with few exceptions do not assist
General Supervisors in requesting vocational educa-
tion teachers to meet deadlines.

Gencral Supervisors report to the Regicnal Director
whereas they have a direct working relationship with
the Program Director at the central level. Program
Directors need the cooperation of the Regional
Director to enforce information requirements.

" The problems outlined are the result of other underlying problems,
of a wider scope forcing the A.V.T.E. We have included in different parts of
this report our recommendations that relate directly to thése problems. Among
those recommendations we have covered the following areas:

Tow motivation. This is partially a result of low
salaries for teachers. We recommend higher salary
scale.

Delays in information. We recommend simplification
in the channels of communications.

Span of control too wide. We recommend increased
Regional Supervisors for certain programs.

. Excessive load of administrative tasks. We have
recommended the position of Assistant Regional
Director of Administration to assume these
responsibilities.

. Reporting relationships. We have recommended the
position of Assistant Regional Director of
Vocational Education to concentrate regional
operational responsibility under ome executive.

O
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VITI - PERSONNEL EVALUATION AND POLICILES

OVERVIEW

“"ersonne>. policies considered directly related to the success in
attracting, retaining and motivating qualified professionals are: salary,
selecticn process, prcmotion; professional leave, recruitment, training, and
evaluation. In the following paragraphs we will discuss each one of these areas
in A.V.T.E., its present status and appropriate recommendations.

A note should be added before the reader moves further into this
section. The Report of the President's Panel of Consultants on Vocational
Education clearly indicated the increasing need to develop professionals:
"Special attention should be given to the development of highly qualified pro-
fessional personnel in the many facets of vocational education. fThe task is
large and will require measurcs considerably beyond the facilities now provided.
Professional staffs at universities that provide leadersnip training will have
to be enlarged. Recruitment of candidates for leadership training will have to
be expanded and incentives provided in the form of fellowships or other stipends
to make it possible for acceptable candidates to undertake the training needed."”

(7, p. 162) )

SALARY
This section is discussed in detail in Chapter IX - Salary Structure.
The study indicated a need for the development of a new salary sicale
that ssould! place A.V.T.E. in an equal, or better, bargaining position with
prospectime qualified employeces. The new salary grade structure would also

tend ito derrease the turnover of personnel to other competitive institutions.

ERIC
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Our review indicated that executive personnel are underpaid at
A.V.T,E. Under these circumstances it becomes difficult to attract and retain
qualified personnel. Underpaid employees will develop. an attitude of doing
the minimum required amount of work necessary to remain in their positions.
Educational research indicates that nonmotivated employees would be operating
at above 30% of their capacity, while motivated peréonnel can opetrate at
about 80% of capacity. A fair level of compensation in itself does not
ensure full motivation by the employee, but it is one step in the right
direction towards attaining an effective and inspired work force. Some of the
other factors that complement a pfober salary level are discussed in this

chapter.

SELECTION PROCESS

The necessity to fill a teaching position is generally felt first by
.I the principal of a school and/or the supervisor of a program. The Education

Lav of the Commonwealth of Puerto Rico clearly specifies that the representative

| S -

of the Secretary of Education at the local level is the Superintendent of a
1 school district. TFor this reason the principal of a school and/or the
supervisor of a program take their needs and recommendations for a vacant
position to the Superintendent of the district where the vacancy exists: The
Superintendent consults with those individuals related to the position which is
vacant and sends his final recommendation to the Director of the Region. The
Director of the Region evaluates the recommendation passed to him and if there
1s an agreément sends a letter to the Program Director with his comments aund
! recommendations.

] : The Program Director sends it to the A.V.T.E. Administrative

Assistant who routes it to the Assistant Secretary for A.V.T.E. for approval
1

3

Q and signature. The Assistant Secretary sends it to the Undersecretary of the

ERIC
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Department of Education and from there to the Secretary of Education for final
approval. TIf zpproved, it goes tn the Personnel Office of the Department of
Education where the documents are filed. When all the papers are in order at

the Personnel Office, a telegram is composed informing the incumbent of his
appointment and the telegram is taken back to the Secretary of Education for

his signature and then it 1s sent to the incumbent.

When the documents are sent to the Personnel Office, a check is made
to insure the completeness of the requirements for the position and all the
necessary legal papers. The time span from the origination of the request
for a position until the incumbent is notified can vary from two to eight
weeks, sometimes longer.

In the Systems and Procedures Section of this report an account of
the recommendations for the Selection Process at all levels of the A.V.T.E.
is explained.

In general, it can be apprgciated in the Selection Process, an
over-abundance of check-points at different levels of the organization. The
number of required channels, before a decision in the selecticn of an employee
is made is too long. The Secretary of Education himself does not need to
approve cvery appointment in the A.V.T.E. He can delegate this authority to
the person in charge of the A.V.T.E. The immediate benefit to be derived
from this change is the speed-up of the selection process and improved com-—

munications between administrative offices and the programs,.

PROMCTIONS

A review of the data showed that most of ihe positions at the
central office level required experience in the education field. Most
administrators have been promoted from mfthin and certainly, there 1is nothing

1 wrong with promoting within. However, when use of this concept becomes an
<
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overriding criterion to the exclusion of appropriate experience, then the

practice may not be considered desirable. A.V.T.E. generally does not hire

administrators for noninstructional position unless the individuals have had
teaching experience. Continuation of this policy would preclude the potential
employment of many talented people.

It is recommended that the requirements for educational work
experience in a vocational area be discontinued for administrative positions
not directly related to the teaching or immediate supcrvision of the programs.
This policy would permit qualified personnel without the required teaching
experience to be employed by A.V.T.E. It also serves the purpésc of allowing

for "outsiders" to come to a responsible position if the need arises.

FROFESSIONAL LEAVE

The A.V.T.E. has written policies describing the necessary conditions
and requirements to qualify for proffesional leave. |
The written policies are divided into five major categorics:
. Professional leave without salary
. Professional leave to study with salary
. Military service leave
. Maternity leave

. Political leave

The present written professional leave policies of the A.V.T.E. give

a clear picture of the benefits provided to the employces in this arca and

offer opportunities for furthering the individual's personal.development. The op-
portunity for further education is a successful strategy in attracting and
retaining qualified personnel. Emphasis should continue to be placed on re-
warding outstanding teachers with the Opportunity of increasing their own
education. The benefits acquired are not only received by the individual

teacher, but they are communicated to the students in the classroom.
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We recommend that continued attention be given to "professional leave

"

to study with salary;’ the possibility of increasing the number of this type

of leaves should be considered. This will necessitate additional funds with

benefits to be derived by furnishing the students with well prepaved teachers.

Leaves of absence of personnel whether in teaching or aduministrative
functicns should be carefully planned and coordinated. A temporary replacement
should be assigned to the position before granting a leave of absence to insure

the continuity of the teaching process or the administrative function.

RECRUITMENT
There are written policies describing in detail the requircwments
necessary to apply for an administrative and/or teachiug position in the A.V.T.E.
The written procedures include information as to the following:

Places where applications can be filled and
delivered.

. Maximum number of schocl districts to which
applications can be made at the same time.

. Legal documents that must accompany the application.

. Fulfillment of all necessary requirements for
desired position.

Theve 1s a roster of all eligible applicants, in order of merit, whe
have the appropriate teaching certificéte to occupy a spccific position. A
second roster exists for all individuals that do not have the teaching
certificate.

One of the recruitment problems facing the A.V.T.E. is the scarcity
of interested and“dualified applicants; in considering the reasons for unfilled
positions Program Directors ranked the lack of qualified candidates as being one
of the main recruitment problems. This problem is further aggravated by un-
competitive salary levels, and it is discussed in detail in Chapter IX - Salary

o Structur
E lC ru ure.
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Our review indicates that the A.V.T.E. provides in-service training
for vocational teachers. Howaver, there is a need for a more comprehensive
planned program of in-service training for all vocational teachers. This
situation has been stated by several of the Program Directors who are faced
with the difficulties of keeping a qualified, up-to-date teaching staff.

The rapid changing technologies emphasize the importance for in-
service training of teachers. This need goes beyond_the summer courses re-
guired for certification;it is concerned with professional and technical educa-
tion whichi should be geared to meet the requirements of Puerto Rico's Vocational
Education Program.

Low salaries present an additinal problem since teachers work extra
hours to supplement their regular income. Under thesc conditiocuns, the teacher
is reluctant to take leave to undergo training even though he may recognize that
this is nccessary if he is to maintain high standards of professional competcnce.

Training Program

The amount of training offered by A.V.T.E. is limited Lo two progirams:

. Professional leave to study with salary

Summer school

The first program was explained under the heading of Professional
Leave in a previous section of this chapter. It was recommended that the
number of leaves in this category be enlarged and better planned to insure
the continuity of the programs.

The second program, summer school, applies only to those teachors
that are interested in subject areas for which the University of Puerto Rico
offers courses.

O
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Recommendations

A considerable number of A.V.T.E. teachers can improve their teaching
techniques. It is a fact that at times A.V.T.E. teachers do not have enough
experience in methods and, or psychology of adolescents and young adults. The
teacher will generally know his area of expertise, but is unable to communicate

his knowledge to the students.

It is recommended that the A.V.T.E. establishes its own training

program with the following concepts in mind:

1. The training program will conccrn itself with the developument of
teachers to better handle the classroom situation. The twoc areas to be
emphasized in the training are:

. Techuiques and methods for effective communica-
tion of knowledge.

. Techniques to understand and properly handle
adolescents and young adults,

2. The training could also be expanded to include "refresher courses’
in technical areas. The purpose of the refresher courses would o be keep the
teachers techunologically abreast of changes in their snccialized areas.

Methods of providing an effective in-service cxperience can be:
"1. Workshops of one to two weeks

2. Seminars and study at the central level of A.V.T.E.

3. Seminars in leadership training

4, Seminars in management of time

5. Lecture series by top scholars

The benefits to be derived from a well-conducted training program

far outweighs the costs of implementing such a program.

3. Professional leaves of absence for study should be granted only
when a qualified substitute is available. This procedure would preclude the
possibility of interrupting a program due to extended vacancies.

EVALUATION

Thevre are no written policies relating to the evaluation of personnel

in the A.V.T.E.
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Formal written procedures should be adopted indicating who will do
the cvaluation, how the evaluation will be used, the basis upon which the evalua-
tion will be made and frequency of the evaluation. The subjective judgement of
an individual should be minimized to improve the accuracy of the evaluation
process.

To make full use of the evaluation system, as a tool for employce
motivation and personal improvement, the rational basis of the ecvaluation
procédures should be explaine: in detail.

It is ‘recommendeu that a formal written cvaluation procedure{be de-
veloped a:d implemented in the A.V.T.E. This procedure can be used to motivate

individuals with low morale and as a wmeasure of performance.

Fomiia 2

F TN 1

WERN |

|
fE RIC

Aruitoxt provided by Eic:




O

ERIC

Aruitoxt provided by Eic:

IX-1

IX —- SALARY STRUCTURE

-

The rapid growth of the Area of Vocational and Technical Education o
has created a critical shortage of skilled management personnel at top levels.
Individnals who are drawn to these programs often posses interests and ex-
periences reievant primarily to technical knowledge content and secondarily to
program management and administration. Thus, the A.V.T.E. tends to be
administered, at the second level of responsibility, by individuals who have
been schoo’ed in service related disciplines, such as education and social
sciences. Consequently, there is a need for increased attention to management
skills required to effectively deploy human and financial resources.

There is also a shortage of technically qualified tecachers to meet
the increasing demands ot the A.V.T.E. Teachers in Vocational and Technical
Bducation are generally hishly demanded by other institutions. Due to the
nature of their specialized skills, the supply of capable teachers is limited,
wvhile the demand continues its upward trend. Universities, businesses and the
general industry are intcerested in the services provided by these individuals
and constitute a wajor area of competition.

This section of the study makes reference to the salary structure

presently in operation and its effects in the overall functioning of the A.V.T.E.

EXECUTIVE POSITIONS AT
JENTRAL LEVEL

Consider the plight of a supervisor and/or a principal with a back-
ground in education who is promoted to Director of a program; consequently, he
has the'responsibility of the overall direction of a specific program areca. The

kind of problems with which this individual is now faced and the midst of

-overwhelming administrative demands are areas with difficult effective solutions

for the short run.
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This situation is not uncommon; it is the rule rather chan the excep~
tion. In this environment, management training and personuel development are
inextricably a part of day-to-day administrative operations. Consequently, the
task of attracting and developing managemeﬁt capability requires the utmost in
dedication and peréevcramcc.

The present salary structure of the A.V.T.E. is not competitive with
comparable responsibilities and level of supervision in the general industry.
It is estimated that executive positions on an average basis are approximately
257 below industry levels, There is a high demand for competent managerial
and administrative personnel but present salary ranges coustitute a problem for
obtaining and retaining desired personnel.

An example of this situation is demonstrated in the case of an
employee nolt desiring a promotion to the next level in the organization struc-
ture due to a decrease in salary attached to the new position. The increased
responsibility and authority appear not to be properly recognized. There is no
incentive for that individual to acceplt increased responsibilities and duties
without imncreased salary.

Salary levels can alsc Le seen as being a contributing factor in the
unfilled positions. Examples are!: Director of Technical Education, Suporvisor
of Technical Education, Director of Trades and Industries. The number of vacant
positions at the central level is not any larger dvre to stroug loyalty and
dedication in thé part of the employees. Seniority is also a factor thaf Seens
to have an influence in the lbyalty to the A.V.T.E.; the average number of
years of service of Department Heads at the central level is scventecu years.
A.V.T.E., must cnsure that its employces are motivated and that their jobs are
not turned into rutinary assignments without challenge, recognition and future

prospects for development. Therefore, the A.V.T.E. should closely review its
Q
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present salary administration program along with all aspects of employee
motivation. The results of this review should be compared to present practices
of 211 major institutions which compete with A.V.T.E. for personnel.

It is recommended that A.V.T.E. develops a new salary scale which
will enable them to successfully compete with other government agencies,
industry, business and universities in attracting and retaining qualified
managerial and administrative personnel.

TEACHING POSTIIONS AT
SCHOOL LEVEL

In certain program areas of A V.T.E., a requirement previous to
becoming a teacher is work experience for a minimum of three years. Practical
experience in the trade to be taught is sought by Program Directors on
prospective candidates. In order to attract and retain qualified specialized
personnel from the industry, salary levels must be al least competitive and
offer good prospectives. At the present time, the salary structure for
vocational education tecachers is on the average higher than for academic
teachers. lowever, this is not sufficient and industry, businesses and univer-
sities have higher salary scales allowing them to attract A.V.T.E. tcaching
personnel to their institutions.

The current salary scales of A.V.T.E. include only one classifica-
tion for certain supervisory levels. There should be several classifications
within each scale to consider differcnces in experience, seniority, cducational
background performance zind any other additiouﬁl factors considered important
in determining an indiyidual's salary level within a salary grade. An example
of the above described situation is found at the Supervisors and gurriculum
Technicians levels where only one classification is given for all those posi-

tions, creating dissatisfaction among those affected adversely.



bt

[N

§ e s

Boees ity i [

Pty

PO

O

ERIC

Aruitoxt provided by Eic:

RECOMMENDATIONS

It is recommended that A.V.T.E. develop a salary structure taking
into account two main considerations:

1. The salary levels of the teachers should be higher to enable
AV, T.E, to attract capable specialized teachers and also to retain those
teachers that are already in the system., The salary levels should be at least
comparable and preferably slightly higher than the salary levels of the compe-
tition, businesses, universities and government agencies.

2. The new salary structure should provide enough flexibility within
each salary grade level, to allow for individuals with the same positiocns and
with different performance wecords and backgrounds to be rewarded differently.
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Central administrative staff members have good background education-
é ally and occupationally. The administrative staff makes a continuous effort to

keep up-to~date in the field of Vocational Education Administration. Some unit
administrators were actively enrolled in job-reclated courses at the university
level. Others, includiug regiohal personnel demonstrated great interest for
participation in professional seminars, confercnces and other short courses
which would give them greater depth in their field of work,

Professional improvement efforts, such as those described in the
preceding paragraph can go far in improving the aduinistrative effectiveuness

; of the executive and supervisory perscunel assigued to the Vocational and

s

Technical lLducation Program. However, this eifectivencss is not solely a
j function of the individual administrator or supervisor, rather it is 2 function

of organizational structure, systems and proccdures, plans, information systems

- and staffing levels in combination with the individual., It is with the element
j of staffing levels that this section is concerned.

3 .

During our review we examined the uppor echelon staffing requircments
at central and regional level. Although the scope of this phase of our review

did not extend to the clerical, secrctarial, or tcaching levels, we did observe

gome characteristics of this level of staffing and include recommendations for
possible improvement in this area.

Baéed on our review of present staffing and on the recommended organi-
zational structure shown on Page IV-1, we recommend that the following persgnnel
levels be established within the Vocational and Technical Education Program at

contral and regional levels.

ERIC
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Following is a list of recommended staffing levels for the recommended

organizational units:

CENTRAL ORGANTZATION

1. Office of the Assistant Secretary for Vocational and Technical

"Education:

The Assistant Secratary of Vocational and
Technical Education

The Assistant to the Assistant Secretary of
Vocational and Technical Education

An executive office with two prolessionals as
follows:

- ExXecutive Assistant
~ Assistant of Programs
- Four secretaries
2, Office .of the Head of Interageacy Relations and Promotion:
. Thé Head of Interagency Relations and Promotion
Two Interagency‘Coordinatots
One Secretary
3. Office of the Director of Instruction:
. The Direcpor of Instruction

. One secretary (individual programs are shown under
program level)

4. OfFice of the Head of Administration:
. The Head of Administvration

. A Construction and Permanmcalt Improvements
Coordinator

An Office Sarvices Coordinator
. A Personnel Affairs Coordinator
An Expediter for‘Pnrchases
An Accountant
. A Secretarial Pool Supervisor

. wenty~one Secretarics (secretarial pool)



5. Office of the Head of Information Systems:
. The Head of Information Svystems
. The Supervisor of Statistical Services
. The Supervisor of Systems and frocedures
. A Coordinator for Reports and Information
. Two Statistics Technicians
. Two Secretarias
6. Office of the tHead of’Planning, Budgeting and Evaluation:
. The llead of Planning, Budgeting and Evaluation
. A Budget Technician
. A Planning Technician
. A Supervisor of Lvaluation
. Two Secrctaries

wffice of the Head of Vocational Research and Curriculun
Bevelopmeniz:

. The Head of Vocational Rescarch and Curriculum
Development

. A Supervisor of Research

. A Supervisor of Curriculum Developument with a
staff of corriculum techniciang to function as
a pool. The number of Curriculum Technician
positions in this pool would be equivalent to
the number now dispersed among individual
yrograms. Instead of working specifically for
one program, the Curriculum Technicians would
be used as internal consultants to be allocated
to instructional programs on an '"as needed"
basis,

. Two Lducational Researchers
. Two Assistant Lducational Researchers
. Two Secrctaries
8. Office of the Head of Professional Training:
Q

ERIC . The Head oJ Professional Training
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Two Training Personnel for Teaching Methods
Two Coordinators

One Secretary

PROCRAM LEVEL

Personnel Requirements by Position
Asst. Area  Regional

B Prog. Prog. Gen. Gen.

Program Name Dir, Dir, Sup. Sup., Coord. Staff Secretaries
Industrial Arts 1 2 2 13 13 2
Health Occupatious 1 1 1 3 1 2
Vocational and Ind.

¥ducation, T, & I.,

M.D.T,A, and W.I.N. 3 6 5 24 7 4
Technical Education 1 2 - - - 1
Vocational Agriculture 1 3 4 0 - 2
Home Economics Education 1 3 2 13 - 2
Business Education 1 2 4 12 12 2
Distribution and

Marketing 1 2 2 5 7 1
Vocational Guidance 1 2 3 13 - 2
Special Programs 1 3 - - - 2

REGTONAT. LEVEL

1. Office of the Assistant Regional Director Ffor Voecational Education:

The Assistant Regional Director of Vocational and
Teclinical Lducation

The requived Regional Ceneral Supervisors. The
latter depend on the number of programs being
offered in the region and the number of teachers
engaged in each Program. -

The required Regional Industrial Coordinatots

On2 Secretary -
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The Assistant Regional Director of Admimistration
A Budget and Statistics Tecunician

The Coordinator for Purchasing, Maintenance and
Construction of New Facilities

Coordinator for QLfice Services and Personnel with
direct supervision over the sccretarial pool

3. Office of Community Relations and Promotion:

. This Office will be directly attached to the Office

of the Regional Director. It should consist of a
Coordinator for Communrity Relations and Fromotion
and a Sccretary.

2, Office of the Assistant Regional Director of Administration. This
Office should consist of: '
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XL ~ BUDGET REQUIREMENTS

This "section quantifies the recommended organizational stiructure in.
terms of estimated additional budget dollars which would be required to imple-
ment the proposed ovganization. The following is a summary in tabular form of
the present and proposed positioms, staffing levels and estimated budget require-
ments for the central and regional levels of the Area of Vocational and Technical
Fduecation.

ADDITILONAL BUNDCET REQUIREMENTS SCHEDULE

CENTRAT. LEVEL

Number of Employees Basic Additional
Praseut Proposed  Increase  Annual Budgei:
Pogition Tikle Org. 0rg. (Decrcase) Salavy Requirecments
Assistant Secretary 1 1 - $ 15,600 $ -
Assistant to the Assistant
Secretary - 1 L 13,500 13,500
Executive Assistant - 1 1 11,000 11,000
Assistant for Programs - 1 1 10,200 10,200
Secretarial Personnel 4 4 - - =
Subtotal _ 5 8 3 34,700
Director of Instruction 1 1 - 13,000 -
Secretarial Personnel 1 1 - - =
Subtotal 2 _2 - T
Head of Administration 1 1 - 12,000 . -
Construction and Permanent
Improvencnts Coordinator 1 1 - 10,200 -
Office Services Coordinator - 1 1 10,200 10,200
Personnel Affairs Coordinator 1 1 - 10,200 -
Expediter for Purchascs - 1 1 9,600 9,600
Accountant 1 1 - 7,200 -
Secretarial Pool Supervisor - 1 1 5,400 5,400
Secratarial Pool Personnel ~ 18 18 3,215 61,470
Subtotal 4 25 21 86,670
llead of Information Systems - 1 1 12,000 12,000
Supervisor of Statistical
Servi.ces 1 1 - 9,420 -
Supervisor of Systems and
Procedures - 1 1 9,420 9,420
Coordinator for Reports and .
Information 1 i - 9,420 -
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Number of Fmployees

Present
Position Title

Statistics Technician
Secretardal ‘Personnel
-Subtotal

oo s

Head of Flanniang, Budgeting

~and FEvaluation

Budgei Technicim

Planning Technician

Supervisor of Evaluation -

Secretarial Personnel 2
Subtotal

e

.

Head of Professional
Training .
Training Personnel
Coordinating Personnel
Secretarial. Personnel
Subtotal

!H 1=

Head of Interageucy
Relations and Promeotion
Interagency Coordinator
Sacrctarial Personnel
Subtotal

! !l — 1

Head of Vocational Research
and Curriculum Development

Supervisor of Research

Fducational Reseavcher

Supervisor for Curriculum
Development

Curriculum Technician

Assistant Educational
Researcher

Sacretarial Personnal

Subtotal

=
Olonv HE o NoRE

Proposed

Org., Org.

XL--2

Basic Additional
Increase Annual Budget
(Decrease) Salary Requitrements
— 5 6,300 § -
= 3,415 =
2 21,420
- 12,000 -
— 7.,500 -
- 7,500 7,500
1 9,420 9,420
- 3,415 —
_2 16,920
1 10,2800 10,800
1 7,800 7,800
2 7,200 14,400
1 3,415 3,415
= 736,415
1 10,800 10,800
1 6,500 6,900
1 3,615 _ 3,415
3 2L,115
- 12,000 -
- 9,420 -
- 9,000 -
- 7,620 -
13 7,320 95,160
- 8,520 -
- 3,415 -
3 795,160
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PROGRAMS :
Number of Employeces Basir Additional
Present Proposed Increase  Ammuszl Budget
Position Title Org. Org. (Decrease) Salorz  Requirements
Industrial Arts:
Director 1 1 - § o xS -
Assistant Director 3 2 - (1) AT (10,800)
Area General Supervisor 1 2 1 o 20 8,820
Regional General
Supervisor 7 13 6 220 49,320
Regional Coordinator 8 13 5 620 38,100
Staff 2 - (2) 7,320 (14,640)
Curriculum fechnician 2 - (2) T30 (14,640)
Secretarial Personnel 3 2 () L4 (3,415)
Subtot:al _27 _33 6 32,745
Health Occupations:
Director - 1 1 T, S50 12,000
Assistaunt Director 1 1 - Moy /0 -
Area General Supervisor 1 1 - T, -
Regional General
Supervisor ~ 3 3 w0 24,660
Regional Coordinator - 1 1 PRI AN 7,620
Staff 1 - @B) T (7,320)
Secretarial Personncl 1 2 L 1LELD 3,415
Subtotal ' 4 9 3 _40,375
Vocational Tndustrial
Iducation, M.D.T.A.,
W.I.N. and T. & I.:
Program Director 1 1 - 12,000 -
Subprogram Director 3 2 (1) 11,400 (11,400)
Assistant Directer 2 6 4 10,800 43,200
Area General Supervisor 4 5 1 8,220 8,820
Regional Ceneral
Supervisor 7 24 17 8,220 139,740
Regional Coordinator 7 7 - 7 02 -
Staff 1 - (1) 7,320 (7,320)
Curriculum Technician 1 - (L) 7,320 (7,320)
Secretarial Personnel _16 _ 4 (12) 3,415 (40,980)
Subtotal 42 _49 7 124,740
Technical. Bducation:
Director 1 1 - 12,690 -
Assistant Director 1 2 1 10,800 10,800
Area ~weral Supervisor - - - 8,320 -
Reg- - .u Ceneral Supervisor - - - 8,220 -
Regional Coordinator. ~ - - 7 620 -
Staff - - - 7320 -
Secretarial Personnel 1 1 e 3,415 —
Subtotal _3 _4 1 10,800
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Number of Employces Basic Additional
Present Proposed Increase Annual Budget
Pogition Title Org. Org. (Decrease) Salary Requirements
Vocational Agriculturc:
Director 1 1 - $ 12,000 § -
Assistant Director 3 3 - 10,800 -
Area General Suparvisor 3 4 1 8,820 8,820
Regional General Supervisor 6 6 - 8,220 -
Regional Coordingtor - - - ' 7,620 -
Staff 1 - (1) 7,320 (7,320)
Curriculum Technician 2 - (2) 7,320 (14,640)
Secrotarial Personnel 3 2 (1 3,415 _(3,415)
Subtotal T 18 [©) 715,555
Home Kconomic Education:
Dircctor 1 1 - 12,000 -
Assistant Director 3 3 - 10,800 -
Area General Supervvisor 2 2 - 8,220 -
Regional Gencral Supervvisor 7 13 G 3,220 49,320
Regional Coordinator - - - 7,620 -
Starf 2 - (2) 7,320 (14,640}
Curriculum Technician 2 - (2) 7,320 (14,640)
Sacretarial Personnel 4 2 (2) 3,415 _(6,830)
Subtotal 21 21 - 13,210
Buginess Lducation:
Director ' 1 1 - 12,000 -
Assistant Director 4 2 (2) 10,800 (21,600)
Area Cencral Supervisor 1 i 3 8,820 26,460
Regional General
Supervisor 6 12 6 8,220 49,320
Regional Cooxndinator 12 12 - 7,620 -
Staff 2 - (2) 7,320 (14,640)
Curriculum Techuician 2 - (2) 7,320 (14,640)
Secrotarial Personnel 3 2 (1) 3,415 _{3,415)
Subtotal R ) 2 21,485
Distribution and Marketing:
Direcltor 1L 1 - 12,000 -
Assistant Direcctor - 2 2 10,800 21,600
Arca General Supervisor 2 2 - 8,820 -
Regional General
Supervisor 6 6 - 8,220 - -
Regional Coordinator 7 7 - 7,620 -
Staff 1 - (1) 7,320 (7,320)
Curriculum Technician 1 - (D) 7,320 (7,320)
Secretarial Personnel 2 L (L) 3,415 _(3,415)
Subtotal 20 19 @) 3,545
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J Number of Emnloyees Basic Additional
' Present Proposed lncrease Annual Budget
o Pogition Title Org. Org. (Decrease) Salary Regquirements
. Vocational Guidance:
) Director 1 1 - $ 12,000 -
i Assistant Director 3 2 @8] 10,800 $ (10,800)
: Area Ceueral Supervisor 2 3 1 8,820 8,820
Regional General Supervisor 7 13 6 8,220 49,320
; Regional Cooxdinator - - - 7,620 -
I Staff 3 - (3) 7,320 (21,960)
. Curriculum Technician 3 - (3) 7,320  (21,960)
) Secretarial Personnel 3 2 (D 3,415 (3,415)
i Subtotal 22 21 () 5
. Special Prograws:
| Direcctor 1 1 - 12,000 -
L Assistant Director - 3 3 10,300 32,400
Area General Supervisor 2 - (2) 8,820 (17,640)
) Regional Ceneral
i Supervisor - - - 8,220 -
Regional Coordinator - - - ,020 -
: Staff - - - 7,320 -
l Secretarial Personnel 2 2 - 3,415 -
i Subtotal 5 6 3 14,760
l Pegional Level:
Assistcant Repg. Direclor
for Vocational - Tech.
ducation - 6 6 11,400 68,400
' Subtotal : :—6_ Z —.6.53_,7&-(3—9—_
T Assistant Reg. Director
{ of Administration 1 6 5 11,400 57,000
i Budget and Statistics
| Coordinators - 6 6 7,620 45,720
Purchasing, Maintenance and
Construction Coordinators 1 6 5 7,020 38,100
Office Services and
; Personnel Coordinator 1 _ 6 5 7,620 33,100
>’ Subtotal 3 24 21 178,920
Grand total 23 323 93 $ 824,830

I
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XIT - COORDINATTION WITH OTHER GOVERNMENT AGENCIES

The A.V.T.E. offers programs in some areas where other government
agencies such as the Department of Labor, the Department of Health, the
Department of Commerce, the Department of Public Works and the Department of
Agriculture, alsc provide vocational education services. This does not imply
duplication of efforts; however, there exists the possibility of closer coordina-
tion with those agencies to wmaximize services and miniwize costs in related
program aveas, As an cxample, this chapter illustrates scme relations between
the Department of Health and the Department of Agriculture with the A.V.T.E.

in common programs.

HEALTH OCCUPATIONS

The AV, 1.L. has a program directed to the training of practical
nurses, [irst-aid personnel, pharnacist's -assistants and other health related
professions,

The Department of Health has an operating program referred to as

" this program is responsible for the administration and

"Human Resources;
implementation of programs that supply qualified health related personnel to
the Department.

We recognize the general needs of both Departmeants to have qualified
available personnel; bowevey, the efforts should be directed to strengthen
the coordination of resources of both Departments for training of personnel
in health related occupations.,

This will require an in-depth study of the needs, present facilities,

binding contracts and future cxpectations of both departments.
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VOCATLONAL AGRICULTURE

Examples of related work in the agricultural scctor are the A.V.T.E.
Agricultural Training Program and the vocational persomel in charge of work

arcas of the Department of Agriculture.

Agricultural Training Programs

The A.V.T.E. has a program of Vocational Agriculture that provides
systematic training to sccondary students and to young and adult farmers. The
objectives of the Program are as follows:

L. Tvaining in rural school units and high schools to:

a. Create skilled farmers

b. Create skiiled Farm techniciaons to work as farm
service euwployces

2. Training in the specialized agricultural schools in the following
areas:

a. Operating and sevvicing of farm machinery
b. Agriculturve, horticultuce and cetfee Fovming

3. Training cof alrcady established Famers as {arm adwministrators to
increase theilr efficiency and field on their business.

4. Yraining high school soniors and juniors in oft-farm occupations
such as: selling fertilizer, selling agricultural machinery, ctc.

There appears Lo be some duplicity of effort in this area due to the
fact that the Department of Agriculture has programs and objectives which over—
Lap with those of the ALV.T.E.

Rolated Programs in the Dapartment of Agriculture

The Department of Agriculture in its efforts to provide better
services to the farmers bogan a decontralization of its functions. 'the geo-
graphic regions of the Department of Agriculture were subdivided into five
agricultural zones and eacb agricultural zone was further subdivided into work
arcas. REach work area was assigned to an agricultural cogineer who became the

direct contact with all the Farmers in his area. Each work areca was assigned
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to an agricultural engineer who became the direct contact with all the farmers
in his area. TFach work area was assigned persounuel from the different govern-—
menlt agencies. Fér examplce, in the forty-eight work aveas of the San Juan Region
the agricultural engincevs were cmployces of the following agencies:
. Department of Agriculture - Eight (8)

Agriculture Extension Service - Twenty-seven 27
. AVUTLE. - Eight (8)
Program of Isolated Communities - Five (%)

By the above example we wish to point out the different agencies which
provide services in the agricultural arvea.

He recommend that the A.V.T.E. investigate and analyze the possibility
of strengthening the coordination of elforts aund resources of all governmént
agencies involved to more cfficiently provide for the necds of the agricultural

sector,
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The Area of Vocational and Techuical Education offers financial help to-
students cnrolled in Work Incentive Program and Neighborhood Job Corps Program.
Students enwolled in other programs offercd by Vocational-technical Fducation do
not receive financial aid Efrom the A.V.T.E. A number of the students enrolled in
the A.V.T.l. programs wust sacrifice part or all their wages to attend vocational
school.

A large percentage of the student population envolled in the programs
come  from Low‘incomc families and their present contribution to the household
inccme is of primary impovtance. The potential students will not have the
barents support to engage in further vocational training. 'The A.V.T.E. could
provide an invaluable scrvice to the community by providing a larger sector of
the vocational student population with snfficient financial aid to insure
participation in a Vocational-technical Education Program., The incentive and
motivation to learn should iunerzase with baetter financial assistance.

Ve vecommend to organize an appropriate financi . aid system where
students priorities and ueeds ave established. The developed procedures must

insure confidence and reliability in the system to opevate effectively,

SALARY STRUCTURE

In Scction VI of the report we recommend the development of a new
salary structure for administrative personnel and teachers. The Covernment of
Puerto Rico datermines the salarv to be paid to the sccretaries of the dif-
ferent government agencies.

The present salary of $25,000 paid to the Secrctary of the Department
of Education is not commensurate with his authority and responsibility and it

Q

E[{l(}stablishes indirectly additional salary ceilings For the executive personnel
T ;
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within the Department. Executive positions in the Department of Education are
not cowpetitive with private industry, universities and other institutions.
We recommend a review of the overall salary administration program

of the Department of Education.

o
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